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CHAPTER 1

INTRODUCTION TO THE STUDY

This report is concerned with the continuing development of staff in the
Australian system of Technical and Fur+her Education (TAFE). In particular
it considers how cullege and administrative staff, as well as external
consultants, can become actively involved in the evaluation of staff
develovment programs and activiiics. The initiation of such a study reflects
the deep cuncern shown by all sections of the educational community about the
future =oles of teachers in the decades to come. This concern has arisen
sgvjely thruugh changing community expectations of the purposes of education,
rapid and extensive changes in technology and the reduction in the growth of
the teuching force due to both demographic and economic factors. There is a
continuing shift in emphasis from the teacher as a transmitter of information
to the teacher as a manager of learning: learning concerned with both the
cognitive and affective development of the student. This has been accompanied
by a reduction in the traditional exercise of authcrity between the teacher
and the student and a greater emphasis upon a co-operative working relation-
ship between them. As a result teachers are required not only to keep
abreast of modev: levelopments in their disciplines but more importantly to

adopt new, and often radically different, approaches to their work.

Successive Australian Government authorities dealing with technical
and further education have also expressed concern over the future roles of
staff. Firstly the Advisory Committee on Technical and Further Education
(ACOTAFE), then the Technical and Further Education Commission and now the
more recently constituted Technical and Further Education Council (TAFEC)
in their reports have argued that a high priority be placed on the continu-
ing development of TAFE staff, and for the reasons just outlined. The
result has been a greater interest shown by teachers and State authorities
in staff attendance at activities designed for such broad ranging purposes
as updating technical knowledge, introduction of new teaching practices,
personal growth and organizational development. However the TAFE Council
has become increasingly aware of the lack of program evaluation that
characterizes much staff development activity. At a time when initiatives
are being taken in the funding arrangements for these programs, in the types
of programs being offered, and in the regulations that affect staff atten-

dance, it seems appropriate that research into suitable procedures for
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evaluation should be undertaken. With this in mind TAFEC commissioned the
Australian Council for Educational Research (ACER) to undertake an evaluation
study of selected staff development nrograms financed under the Council's

recurrent expenditure program.

In the preliminary brief there were five objectives specified for the

study. These were:

1 to develop a general methodological framework for the continuing

evaluation of TAFE staff development rrograms;

2 to obtain a worthwhile assessment of the effectiveness of a selected
number of staff development programs financed by Commonwealth grants,
in terms of their impact on the individuals, institutions and

authorities concerned;

3 to determine the degree to which overall needs and demands for
particular forms of staff development activity are being met by the
programs mounted with Commoriwealth grants; to consider this question

also in relation to the total provision of such activities;

4 to identify significant new developments in the provision of staff
development programs in TAFE, and to evaluate the relative effective-
ness of different modes of delivery of similar forms of program (e.g.

college-based versus centralized);

5 to identify major problems and factors which could guide the future

development of staff development activities in TAFE.

A number of points need to be made concerning the way these objectives

were interpreted by the advisory committee for the study.1 In its
deliberations the advisory committee agreed with TAFEC that the major
purpose of the study was to construct a methodological framework with which
TAFE authorities could evaluate staff development programs. It was
considered that this would allow the subsidiary aims 2-5 to be ultimately
realized. The recognition of the first objective as a major purpose
indicates the depth of concern about the lack of evaluative procedures for

staff development already operating in the TAFE system.

1 The advisory committee consisted of representatives of the Victorian

Technical Schools Division, the South Australian Department of Further
Education and the Australian Technical and Further Education Council.

It also included individuals with particular expertise in the issues
of staff development and evaluation.

14
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The researchers envisaged that the methodology developed would
represent a particular orientation or perspective towards evaluation that
defined the important issues appropriate to an evaluation in this area. We
felt that the definition of these important areas of concern to which an
evaluation study in staff development should be addressed to be a substantial
aspect of the study. In this way it was possible to incorporate the latter
four objectives. Rather than attempt specific evaluative studies of each of
these, it was felt that the issues underlying these objectives would be
incorporated within the methodological framework that was developed. Sub-
sequent trials would then provide useful information which could be
interpreted within the context of these four questions. However from the
outset it was Trealized that such information would be collected during the
trial phase of the development of the methodology and hence would not
necessarily providé a solid basis for'decision-making in regard to current
practices in staff development. Rather it would provide a useful indication
of what were the important factors operative and how best to collect

information about those factors.

The preliminary brief indicated that the methodology should be suited
to the evaluation of staff development programs by State TAFE authorities.
We felt that it was also necessary to include both individuals and
institutions as two further groups to whom the methodology was directed.
The success of an evaluation of staff development programs, it was argued,
would be dependent upon the active involvement of each of these groups in a
manner where each would directly benefit. As a result three potential
clients for the methodology were identified, viz. the State TAFE authorities,
TAFE institutions and TAFE staff.

The brief also indicated that the study should have two thrusts. Firstly,
the methodology developed should be applicable to the evaluation of programs
of staff development, i.e. series of activities taken as a whole and directed
towards some common goal. These could include both State, college and section
or department programs. In addition the methodology needs to.be applicable
to an individual staff member's program for continuing development throughout
part or all of his career. Secondly, it should also be applicable to the -
evaluation of specific aetivities. These specific activities might include
conferences, workshops, overseas study tours and industrial leave schemes.
While such dual functions might appear difficult to reconcile, it was decided
to develop a generalizable methodology, aspects of which could be utilized

for each of these purposes.

15



The stated objectives implied that the study was to be focused
primarily on selected programs which were financed with TAFEC special purpose
recurrent grants for staff development available to each of the States. The
inappropriateness of this restriction for the study is discussed subsequently.
For the moment it need only be noted that all staff development programs

operating in TAFE institutions were considered relevant to the study.

A final point worth noting in the objectives, and later elaborated in
the brief, is the expectation that the evaluative criteria on which the
effectiveness of programs should be assessed would be in terms of their
impact upon the individuals, institutions and authorities. The brief comments
on the need for grecater objectivity in evaluation: 'To the maximum possible
extent ... the Council would expect that this project will move beyond the
area of perception and judgment on the part of staff development participants
to explore the feasibility of introducing a greater degree of objectivity
into the assessment of development programs'. The question of objectivity
may be interpreted in two ways. Firstly, it may refer to the type of actual
evidence for particular variables under consideration, and even to the nature
of the variables themselves. Secondly, it may refer to the manner in which
evidence for each of the variables constituting the evaluative framework is
related in the overall assessment of a program. We believe that too often

the latter is ignored at the expense of the former.

In summary, the major aim of the study was to develop a sound methodology
with which TAFE authorities, institutions and staff could evaluate staff
development programs and activities. In the generation of this model data
concerning current practices in staff development would be collected, which
in turn would draw attention to those issues most important for the future

development of staff development in Technical and Further Education.

The diversity of staff development programs in Australian Technical and
Further Education, particularly in regard to their form of organization and
major emphases adopted, meant that the selection of programs on which to
establish the methodology was of vital concern to the study. We decided to
3 focus on two State staff development programs that reflected this diversity.
. The South Australian Department of Further Education and the Victorian

Technical Schools Division present two quite different approaches to the
organization of staff development. Further, each of these State systems are
characterized by a set of different factors which are relevant to the

operations of a staff development program. It was felt that such a selection

16
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would encompass the major issues associated with staff development in each

of the remaining State and territory programs.

This report deals with the development of the evaluative methodology.
The second chapter is concerned with the current world-wide emphasis on the
continuing development of staff, particularly as it relates to technical and
further education. The third chapter examines the various methods by which
staff development programs can be managed and provides a basis for the
description in the following chapter of the operations of both the South
Australian and Victorian TAFE staff development programs. General approaches
to evaluation is the topic for Chapter 5 and leads into a detailed account
of the proposed methodology for the evaluation of staff development in
technical and further education (Chapters 6 and 7). The next chapter is
directed towards the trial phase of the study and outlines the manner in
which that phase was carried out. Chapter 8 also includes suggested analyses
by which data collected at either the college or system level may be examined.
The final chapter of this first part of the report discusses the application

of the general methodology to specific staff development activities.
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CHAPTER 2

TECHNICAL AND FURTHER EDUCATION AND THE CHANGING ROLE OF THE TEACHER

Recent Australian developments in Technical and Further Education have
reflected the changing nature of education throughout the world. The
rationalc of the Kangan Report is founded upon a set of educaiional ideas
which has rcceived widespread attention in a variety of educational reports
(OECD 1974; Unesco 1972). These basic ideas directly affect the role of
the teacher and therefore are likely to have subsequent effects upon both
the initial preparation of teachers and their continuing professional

development. Three of these are particularly important and warrant comment:

. The idea that provision should be made for the lifelong education
of people;
. The idea that education systems should be responsive to both social

changes and changes in knowledge;

. The recognition that the basis for the authority of educators has

altered.

Firstly, a notion that has been adopted in many countries is that of
lifelong education. Not only is popular education being extended downwards
to younger children, it is also being directed towards the adult to a far
greater extent than in recent decades. Lifelong education is seen by its
proponents as an essential part of living in a society experiencing rapid'
technological change. It provides a formal recognition that a person's
initial period of education cannot be expected to supply all the necessary
vocational skills required throughout a working life. One argument in
support of this provision is that people are likely to follow a more varied
career path than has traditionally been the case, and will require new skills

at different points of time.

It is clear that a major emphasis in the concept of lifelong education
is the continual updating of vocational skills. The extent to which this
occurs will be dependent upon both the changing demands of industry and
commerce and the aspirations of those people in or seeking employment.
However arguments for lifelong or recurrent education have not been confined
tc specific training needs. Lifelong education has also been conceived as

an essential part of each individual's continuing personal development as
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they strive to maintain harmony with a changing social and physical environ-
ment. At a time when the length of the working life of most adults is being
reduced and when increased leisure is becoming available, this latter pur-
pose of recurrent education is of particular importance. Educating for
leisure as well as work is a common theme throughout the relevant literature
(Unesco 1972). This emphasis upon personal development through recurrent
education has received new emphasis in recent times and has been considered
to be part of the role of the Technical and Further Education System in
Australia.
With growing impetus, bodies of world stature, such as ILOl, UNESCO?
and 0ECD3, are changing the emphasis in vocational education from
primarily sesking to meet industry's needs for manpower to primarily
meeting the needs of the individual person who wishes, within the
limits of his capacity, to develop his abilities to the best
advantage of himself and the community, including industry and
commerce. (ACOTAFE, 1974:14)
The implications for those responsible for the Technical and Further Education
sector of che educational system are profound. For not only must they be
responsive to the demands of industry and commerce, as they have been in the
past, but they must also be responsive to the diversity of community needs.
It is this issue of responsiveness, coupled with the concept of lifelong
education, that has particular relevance in understanding a rationale for
the continuing professional development of educators. A second set of

relevant issues concerns the responsiveness of educational systenms.

Rapid developmeats .u the application of knowledge in most disciplines
has made the task of a responsive educational system extremely difficult.
This has often resulted in a greater emphasis in curricula on the processes,
methods and inherent structures which characterize particular fields of
study. While a focusing upon the more generalizable aspects of knowledge
may be appropriate for a large proportion of the educational system it seems
to be inadequate for the satisfaction of many of the needs with which TAFE
is concerned. Courses, particularly those of direct vocational orientation,
must maintain a degree of relevance to work that is not demanded of curricula

)
at the primary and secondary levels of schnoling. Up-to-date content in

International Labour Organization.

2 United Na* ons Educational, Scientific and Cultural Organization.

3 . . <~ .
Organization fcr Economic Co-operation and development.
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these courses is essential if students are to develop sets of vocational

skills that will lead to satisfactory job placement.

The ability of an educational system to respond to the needs of the
community is not only Jependent upon its ability to develop and maintain a
diverse and up-to-date set of course offerings. An educational system also
needs to be flexible in its mode of operation, catering now for a more hetero-
geneous zroup of students than in the past. Students involved in technical
and further education probably differ from Secondary students not only in
abilities and interests but also in the values they have adopted. The
capacity to be responsive in these circumstances is dependent to a very
large extent on the organizational processes that characterize the system.
Traditional patterns of decision-making and communication, to list just two
organizational processes, may not necessarily be suitable. Similarly the
traditional relationships between the educational system, especially at the
college or school level, and other groups such as employers may not lend
themselves to creating a highly adaptable organizational structure that can

respond quickly to changing circumstance.

A third important issue affecting modern education, and one noted by
the Organization for Economic Co-operation and Development (OECD 1974) is
the changing basis for the authority of the teacher. In the past the
educational system has been the transmitter of well-defined bodies of
knowledge and the dominant social values of the society. This situation
seems to have altered. In a pluralist society where differing sets of
values are held by different groups, there is no one set of values which
may pervade the curricula. As a result an educational system cannot assume
that its curricula, used in the broad sense, will remain unchallenged by
members of society, whether students, parents or employers. Indeed both the

content of curricula and values inherent in them are oren to scrutiny.

Courses in technical and further education are al«o vulnerable to such
critical examination. For example, some TAFE courses have explicit aime
which stress the development of certain work-related values or attitudes.
Such attitudes would not be accepted by all members of society and some may
even question their inclusion in curricula that are basically concerned with
skills. Yet again, many value-oriented aims are not stated in course
guidelines but remain implicit in the ongoing activities of the classroom or
workshop. It needs to be recognized that curricula in TAFE, like those in

other educational sectors, are not value free and that the teacher cannot
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depend upon the basis for authority which characterized the teacher-le.rner
relationship in the past for the transmission of those values. A re¢..ance
upon the traditional authoritative role of the teacher will not even be

sufficient to ensure the acceptance of the content aspects of the curricula.

This adds a further dimension to the notion of responsiveness with which
we have just been concerned. It emphasizes that the role of educational
institutions is not to decide without consultation what they consider are
pertinent needs of the community and then design courses to meet these needs.
Rather they need to be particularly sensitive to the community's perceptions

of its needs and design curricula with these in mind.

The three issues just outlined, the concept of lifelong or recurrent
education, the responsiveness of the education system and finally the chang-
ing basis of authority held by teachers and the education system as a whole,
have wide-ranging implications for the continuing professional development
of staff in technical and further education. For these three issues have
in part resulted in a different conceptualization of the most appropriate
learning-:caching process for Technical and Further Education from that

which we are accustomed.

Teaching in Technical and Further Education

The TAFE sector, being concerned with post-secondary education and emphasiz-
ing recurrent education, has a high proportion of mature students.1 These
students would have varied interests and most would have been in employment
for a number of years. They would bring to their studies a set of character-
istics and attitudes quite different from those of younger students. One
might expect mature students to be more certain of what they want to learn
and to be more strongly motivated towards success in their course. Having
experienced employment they will have developed certain work-related attitudes
including being responsible for their own work. Mature students could expect
such attitudes to typify the teacher-student relationship in technical and
further education. Fimnally, mature students are more likely to hold a firmly

established set of values than younger students.

While one would no’ expect a uniform method of teaching to be suitable

for all of these TAFE students, there has been a general change in certain

1 Fifty-six per cent of the TAFE enrolments across Australia in 1977 were over

the age of 21 years, and of these approximately half were between the ages
of 30 and 60 years (TEC, 1978a).
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features of teaching methods which educators in TAFE currently believe to
be of most relevance to teaching mature students. One is a shift in the
emphasis in teaching from the transmission of knowledge to the management
and facilitation of learning. This has been accompanied by an increase in
the autonomy of the student, a decrease in the dominance of the teacher and
a consideration of the teaching-learning process as a more co-operative

enterprise.

There are a number of important features of this approach to adult
learning worth noting, for they help build up a picture of what some educators

believe to be important characteristics of teaching in TAFE.

Firstly, learning is considered a co-operative venture. This requires
a recognition by the teacher of the importance of the relationship between
the student and himself. Indeed it requires the teacher to have a deeper
understanding of social processes that characterize the interpersonal
relationship of the learning situation. Another aspect of a 'co-operative'
understanding of learning is~the opportunity for the students to become
active participants in the planning and implementation of their courses of
study. This involves the teacher in diagnosing each of the student's needs,
and even more, in assisting the students themselves to diagnose their own needs,
and plan accordingly. It is clear that teachers employing a co-operative
approach similar to that suggested by Knowles (1978) need to develop a
fairly extensive set of interpersonal skills to cope with everyday inter-
actions with their students.

Secondly, there is a greater emphasis upon discovery-based learning and
individualized programs than has been the case in the more traditional
approaches to teaching. However TAFE teachers need to consider carefully
differences in student backgrounds when planning appropriate teaching methods.
Many TAFE students, particularly the older students, may not have experienced
the sc-called 'modern' methods of education such as individualized learning
and discovery-based methods. They may have been taught by didactic methods,
and will bring to the classroom expectations about teaching that are consis-
tent with that approach. These students may experience difficulty in
adapting to different learning strategies from those to which they are
accustomed. On the other hand many of the younger students may have been
educated in their primary and secondary years by teachers adopting an inquiry-
or discovery-based orientation. They may have developed a certain set of
expectations as to what are the appropriate roles for teachers and students

and be less likely to accept a more traditional teaching style.
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Teachers in technical and further education need also to be familiar
with modern developments in hose occupational fields relevant to their
students. There are two reasons for this. Firstly, as noted previously,
the <urriculum is more open to challenge by students and employers than it
has been in the past. The authority of educational institutions and
teachers has diminished. Secondly, the close interaction between the teacher
and the student which typifies a co—oberative approach to learning makes the
teacher even more vulnerable in this regard. For if the teacher is treating
his students as individuals and utilizing the students own experience to
assist their learning, then any deficiencies in his own experience will be
more apparent. Once this occurs then a loss of credibility may result and
a lack of confidence on the part of the teacher develop. This problem will
be accentuated by the rapid development of new techniques in most occupa-

tional fields.

The provision of relevant curricula incorporating the most modern
applications in industry and commerce necessitates considerable emphasis
upon curriculum development skills. These skills may be required by
curriculum committees or working parties at the system level or by the
teaching force in general. If it is intended to maintain a responsive system
there may need to be some shift towards college-based curriculum development.
Such a shift would place new demands upon teachers and require them to
develop new skills in curriculum development that otherwise would not have -

been necessary.

Accompanying the changing role for teachers that is being advocated by
many educators is a movement towards new forms of assessment. This new
emphasis makes it all the more important for teachers to have a thorough
understanding of evaluation procedures. The validity of evaluation pro-
cedures in many courses will be dependent upon the teacher's knowledge of the
latest developments in his specialist field; it will also be dependent upon
the skilled use of resources available to the teacher. Consider the agricul-
tural teacher in a small rural technical college. To be responsive to the
needs of the surrounding farming community he must design a curriculum suited
to the particular needs of those students who will find work in that community.
Clearly Ebe problems associated with curriculum development just described
are apparéht. But the teacher is also faced with difficulties of assessing

student progress. It is highly unlikely that a pen-and-pencil test would be

12

23

O

ERIC

Aruitoxt provided by Eic:



O

ERIC

Aruitoxt provided by Eic:

adequate by itself. The college, unless it was a specialist agricultural
college, could not be expected to provide a variety of 'real-1life'

testing situations for the students. One solution could be for the teacher
to aggregate reports from farmers to whom students were apprenticed, student
reports on their own competence, and his own observations as to the abilities
of the students. Assessment based on such a variety of resources requires
highly developed skills if it is to produce valid indicators, especially at

an intercollege level, of student progress.

Each of these issues which have been elaborated in this section are
further confounded by the current stress on social and/or affective aims
within the purposes of technical and further education. For example, one
can find objectives concerned with the development of work related attitudes,
the growth of self-awareness and self-confidence in the curricula. The
establishment and implementation of curricula which take into account these
types of objectives is not easy and requires certain skills and a breadth

of understanding that have not been traditionally expected of teachers.

The purpose of this section has been to trace some of the implications
for teachers in technical and further education of a system that aims to be
responsive to the community and to focus upon lifelong education. There are
many other implications that have not yet been mentioned, particularly those
relating to senior college staff. These staff will be reduifed to develop a
wide range of managerial skills if they are to fully utilize the resources
at their disposal in response to community needs. The increasing tendency
of colleges and their departments to be responsible for many aspects of their
functioning which have been up till now the prerogative of the State TAFE
authority will itself add pressure on many staff to learn 'managerial
techniques’. The concept of a multi-campus college has been seen by many to
be appropriate for reaching out to the community, and further emphasizes the
necessity of a high degree of organizational exXpertise amongst senior staff.
The diversification of courses offered and organrizational structures developed
have led to greater demands on senior staff in regard to liaison with the
community. This has resulted in the establishment of college committees,
working parties and subject standing committees, all with community and, in
particular, industrial representation. At the less formal level senior staff
now are expected to maintain closer communication with senior management in
both commerce and industry to enable more immediate responses to changing

circumstances; in addition, this close liaison extends to the general public.
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We have not discussed the implications of a system concerned with
technical and further education for non-teaching staff. However this should
not be viewed as an indication that new demands are not being made of them.
Library and counselii., ~+*aff, staff providing educaiional services such as
educational technologists anc curriculum developers, and clerical and admin-
istrative personnel are an in:egral part of the college organization
directly affecting the responsiveness of that organization. With the
introduction of new courses and associated changes in the nature of student
enrolments, these staff members are expected to maintain the highest level
of skill possible in their respective areas. Such highly skilled services
would complement teachers who understand modern teaching methods and are

conversant with the latest developments in their specialist field.

It is interesting to note that many of the points we have raised are
the substance of a recent Victorian Technical Colleges Federated Staff
Associations submission to the Victorian Minister for Education (VTFSA, 1978).
The staff associations were very much concerned that organizational changes
such as modular training coupled with rapid changes in technology and the
diversification and specialization of courses in technical and further
education have led to significant increases in the levels of skills and
responsibilities required by teachers. They concluded:

Teachers today are therefore responsible for presenting a profoundly

more diverse, sophisticated and technical syllabus to an increasingly

heterogeneous group of students. To do this well they must acquire
and exercise a wide range of skills and accept higher levels of

responsibility. (VTCFSA, 1978:48)

In summary we would argue that the expected role of staff has changed
greatly as the technical and further edqcation sector of the educational
system attempts to fulfil the hopes expressed by those who established it.
College staff now must be skilled in a wide variety of areas related to
their job, many of which have not been thought in the past to be necessary.
Two important questions arise. Firstly, do staff in Australian technical
and further education already possess the set of skills described above?
Secondly, if they do not, can we reasonbly expect staff to attain such a
breadth of expertise? To begin to answer these questions it is necessary
to briefly examine the background characteristics of staff currently employed

in technical and further education thoughout Australia.

14



O

ERIC

Aruitoxt provided by Eic:

Characteristics of Staff in Australian Technical and Further Education

There are a number of characteristics of TAFE staff vhich seem important when
considering possible staff development nceds within the system. Before these
are discussed it would be useful to comment upon the relative numbers of full-
time and part-time staff employed in technicul and further education through-

out Australia and the areas of specialization in which they are appointed.

Appointment Characteristics of Staff

Data concerning the appointment of staff is available for the 1977 college
year (TEC, 1978a). During 1977 there was a total of 31,338 teachers employed
by State TAFE authorities. Of these 11,624 were employed full-time.

It is interesting to consider the rstreams' or levels of courses in
which these staff taught.1 An indication of the relative number of full-time
and part-time teachers in each stream can be obtained by examining the “.eaching
effort (as defined by hours taught) directed to each stream. Forty-ejght
per cent of the total teaching effort of full-time staff was concentrated
in the trades area, including both apprenticeship and post-trade courses
(TEC, 1978a). A further 25 per cent was directed to the professional or
para professional streaus. Other vocational courses and preparatory courses
received 14 per cent and 11 per cent of the total ‘'full-time' teaching effort
respectively; the final stream, dealing with adult education courses,

received only about two per cent.

Generally one would have expected most part-time teaching effort to be
directed towards adult education courses. In fact this is not so. The
part-time teaching effort was spread fairly evenly across all streams, with
slightly more being concentrated in the professional/para professional courses
(28 per cent) and slightly less in the apprenticeship trade courses (17 per
cent).

1 The Technical and Further Education Council classifies courses into six
streams. Streams one and two courses lead to professional and para
professional occupations. Stream three courses are more concerned with
apprenticeship, pre-apprenticeship and pre-employment courses in appren-
ticeable trades, as well as corresponding post~trade and other courses
for advanced skills. Other vocational courses focusing on basic
principles, skills and knowledge constitute stream four. Stream five
courses are generally courses preparatory to matriculation and diploma
entrance courses and stream six courses are oriented towards adult education
of a non-vocational nature (TEC 1978a).
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The data available which is relevant to non-teaching staff is limited.
During 1977 there were 5448 equivalent full-time non-teaching staff employed
by State TAFE authorities throughout Australia (TEC, 1978a). Thirty-three
per cent of these staff were employed in the area of administration and
16 per cent employed in laboratories and workshops. A further 13 per cent
were employed in library services, educational services and student services
including student counselling. The areas of employment of the remaining

38 per cent of non-teaching staff were not identified.

A further characteristic which is important to this consideration of
TAFE teachers relates to their area of specialization. Information is
available which includes student enrolments for the 1977 college year for
each of eleven fields of study1 (TEC, 1978a). Since staffing allocations
are generally dependent upon student enrolments these statistics give an

indication of the relative numbers of staff teaching in each of the fields.

It is evident from an examination of this data that most teachers in
technical and further education are appointed in three major areas of

specialization. These are:

1 Business studies - includes accounting, banking and financial studies,
data processing; management and supervision,

marketing and sales; secretarial services.

2 Engineering - includes automotive trades; drafting; electriczl

and electronic engineering; refrigeration trades.

3 General studies - includes drama, speech and languages; sociological

studies; humanities.

One might expect that teachers specializing in different fields may
have different sorts of staff development needs. In some fields there may
be greater demands made upon staff to maintain a close liaison with
employers; in other fields there may be an emphasis upon the use of
particular teaching methods. Furthermore it is likely that the extent to
which staff in each of these fields exhibit such needs would be influenced
by various staff background characteristics. We will now elaborate upon

some of these.

1 The eleven fields of study used by the Technical and Further Education
Council are: applied science, art and design, building, business studies,
engineering, raral and horticultural, music, paramedical, industrial
services, personal services and general studies (TEC, 1978a).
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Background Characteristics of TAFE Staff

Although no data are available for part-time staff, a considerable amount
of information about full-time teaching staff has becn collected in the

1977 Technical and Further Education Council staff survey (TEC, 1978b).

In spite of limitations of the study, which are acknowledged by the
Council, the report does provide some indication as to the background
characteristics of teachers in technical and further education throughout
Australia. The information presented includes the length of previous and
relevant non-teaching experience, non-teaching and teaching qualifications
held by staff, and finally their age. Each of these characteristics we
believe are directly relevant to an assessment of the possible needs of

staff in regard to their continuing professional development.

Teachers in technical and further education are, on average, older than
those in secondary and primary education: the staff survey (TEC, 1978b)
indicated that the average age of TAFE teachers was 41 years, and that the
averdge age on recruitment was about 33 years. By contrast the average age
of school teachers in government systems in Australia was, at that time,

32 years. The older age of teachers in technical and further education,
when coupled with their late age of recruitment, is relevant to this study.
It can be assumed that in the main these teachers will have experienced
relatively traditional forms of teaching in their own education, and that
many would not have been in close contact with the changing emphases in
education during the late 1960s. The values and attitudes held by many of
thesé teachers are therefore likely to be congruent with those that
characterize traditional educational systems, and it cannot be assumed
that they would readily accept many of the ideas and practices espoused by

those who established technical and further education in Australia.

The majority of teachers surveyed had had at least some previous work
experience relevant to their teaching field. This could have been either
in non-teaching employment or employment as a teacher in another sector of

education.

Nearly two-thirds of all full-time teachers had been employed in
industry or commerce prior to teaching, the average being about 13 years.
Of these teachers it seems that trade teachers have the greatest amount of
work experience. It is possible to make some estimate of how recently
staff had had this work experience. The average age of trade teachers was

41.2 years and their average age on recruitment was 32.8 years, which would
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suggest that, on average, the work experience will have been gained about
eight years prior to their present teaching position. Needless to say this
has important implications for any program designed to assist these teachers
maintaining an ongoing knowledge of their industry, since the relevance of
much of that experience must be seriously questioned. At the middle level
or technician levels a similar situation exists where the average lag
between industrial work experience and current teaching is just over six
years. It must be remembered that it is at this level, in such fields as
electronics and computer science, where the effects of technological change
are greatest. Apart from a knowledge of a specialist area, work experience
also provides the teacher with an understanding of the nature of employment.
Teachers would have developed a knowledge of working conditions and an
understanding of employer and employee attitudes and values during their
time in industry or commerce. It is important, if many of the more affective
outcomes of technical and further education are to be achieved, for work
experience to be relevant to current employment opportunities.

An understanding of the basic principles and skills underlying a
teacher's specialist field will have also been gained from courses of
study the teacher has undertaken in that field. It was felt by those
responsible for the study into the formal preparation of TAFE teachers that
about 88 per cent of teachers held 'appropriate' non-teaching qualifications.
i.e. possessed at least a trade or post-trade certificate (TEC, 1978b).
About a third of teachers holding non-teaching qualifications obtained
these qualifications after recruitment to teaching, and a further 10 per cent
are curcently pursuing them. For these teachers the current relevance of
course content can be assumed. However this still leaves a large group of

teachers about whom such an assumption cannot be made.

As well as the necessity to have a sound and current understanding of
a specialist field, the need for teachers to be aware of modern educational
practices has also been pointed out. In particular mention was made of the
areas of instruction, curriculum development and student assessment. Much
of the teacher's knowledge of educational practices will be obtained from
courses of initial teacher preparation. The TAFE staff survey (TEC, 1978b)
indicated that about two-thirds of the teaching force held recognized
teaching qualifications, most of which were obtained after recruitment. A
further large group of teachers, about 16 per cent, were currently attending
initial teacher preparation courses. A similar number appear to possess no

teacher training qualifications.
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It is likely that many of these teachers would have received their
initial teacher preparation in the past five or six years. Therefore they
could be expected to be conversant with modern teaching methods that were
particularly relevant to mature students. This need not be the case. The
Tertiary Education Commission Report (TEC, 1978b) which focused upon the
formal preparation of TAFE teachers, noted that greater emphasis needed to
be placed in these courses on adult learning thecory, and in particular, its

relationship to specialist vocational areas.

A final characteristic of teachers currently employed in Australian
technical and further education which is important for the successful implem-
entation of many of its aims is the length of service of those teachers.
According to TAFEC Statistics (TEC, 1978b) 37.5 per cent of full-time teachers
had been teaching in this sector for three years or less. This is not sur-~
prising since it has only recently been established and there has been a
rapid expansion in student enrolments. However it does have profound
implications for staff development policies adopted by Strte authorities.

This is further emphasized when one realizes that many . ¥ :hose teachers
with longer service would have taught for quite a number of years in
technical schools that were part of a secondary rather than post-secondary
system. The effect of length of service is not just upon knowledge of
subject matter or teaching practices. Length of service also affects the
attitudes of teachers to technical and further education. Teachers recently
recruited to technical and further education cannot necessarily be expected
to be sympathetic to, or even aware of, the goals of the system unless they
have been exposed to appropriate induction procedures. This need has been
recognized by the Technical and Further Education Commission in their triennial
report 1977-1979 (TAFEC, 1976). Similarly teachers of greater length of
service but in a system with somewhat different goals will not necessarily

ascribe to or be aware of those goals with which they are now concerned.

In Summary

This chapter has been concerned with the rationale for a staff development
program in technical and further education. The idea of lifelong education
and a responsive education system, together with a changing basis for the
authority of the educator, places new demands upon all categories of staff
employed in this sector of Australian education. In particular it may be

necessary for teachers to develop a range of skills, understandings and
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attitudes in order that the aims of the system might be realized. The
extent to which such skills need to be developed is dependent upon the back-

ground characteristics of staff employed by the State TAFE authorities.

We would argue that the examination in this chapter of the background
characteristics of TAFE teaching staff clearly supports the special purposes
grant for staff development which has been made available by the Technical
and Further Education Council over the last three years. Unfortunately Jlittle
parallel data is available regarding non-teaching and senior staff. However
we feel sure a similar justification would emerge. In fact the TAFE Council
is cognizant of the widespread need for both these groups of staff and have

made particular mention of this in their 1977-1979 Triennial Report.

If we accept the need for staff development programs then the issue
arises as to how such programs can be managed. This is the concern of the

next chapter.
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CHAPTER 3

THE MANAGEMENT OF STAFF DEVELOPMENT IN TECHNICAL AND FURTHER EDUCATION

Responsibility for the management of staff development is a central issue in
the successful implementation of any program dealing with the acquisition of
new skills, understanding and values concerned with technical and further
education. As might be expected people, both within and outside the system,
hold differing views as to who should be responsible for the continuing
development of staff. Consequently different approaches to the management

of staff development are proposed by different sections and levels of the
educational system. This is true of most educational systems and in relation
to the present study there was no reason to think otherwise in the case of
the TAFE system. Generally these different approaches reflect differences

in the priorities held for staff development programs. We begin this section
of the report with a brief discussion of the different purposes of staff
development. This is followed by a description of the structures or elements
of a staff development program. Finally an overview of three typical
approaches to the management of programs of this type is presented. From

the outset we would point out that what follows is not a systematic review

of the literature in the area. Even so a number of worthwhile articles have
been mentioned which may be of particular use to those organizing staff

development programs.

The Meaning of Staff Development

So far no definition of staff development or jits synonym 'continuing
professional development' has been offered and this has been quite deliberate.
There appears to be no accepted definition of staff development. Some

educators and policy-makers define it narrowly, others more broadly.

A narrow definition would be of the type 'employment-oriented
education ... activities which have as their intended purpose preparation
for specific program demands which decisions within the system have created!

(Howsam, quoted in Rubin and Howey, 1976).

A broader definition is: 'Every teacher is also a career-long student.
That portion of his education which follows in time, (1) his initial
certification and (2) employment is known as in-service teacher education'’

(Joyce, quoted in Rubin and Howey, 1976). Another fairly broad definition
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of staff development is provided by Rubin and Howey (1976), and this time
attributed to Marsh: ‘any activity that might improve the effectiveness of

educational workers through their own development'.

The narrow undevstanding of staff develupment described above emphasizes
that the skills acquired should relate to quite specific duties of the staff
member. These duties could be teaching, administration or some other
function. Appropriate staff development activities would most likely be
directed towards the acquicition of particular competencies thought by
educational specialists to Jefine staff members' roles. The effectiveness of
these activities would be demonstrated by their direct impact upon job
performance. It is interesting to note that this view of staff development
is most often attributed to senior administrators within an educational

system.

The broader definition of staff development considers not only specific
skills related to staff members' current duties but also includes the
preparation of staff for future roles within, or even outside, the system.
This understanding of staff development is further broadened by the
inclusion of both professional (work-defined) and personal growth as
legitimate areas of concern. Central to this broader notion of staff
development is the belief that successful teaching, for example, stems from
the teacher's desire for self-fulfilment in addition to the mastery of a
set of teaching competencies. Some of the benefits derived from a program
with these intents will directly relate to classroom or office performance;

others will not.

Ferry (1974) adopts a somewhat different perspective to understanding
the limitations or boundaries of what one sees as legitimate staff develop-
ment. Two dimensions are distinguished that relate to the basic purposes
of recurrent education for staff: academic-pedagogic, and personal-

vocational. These have been illustrated in Figure 3.1.

It might be expected that mcst educational administrators would view
quadrant 4, i.e. the development of job related skills, as being the most
beneficial form of staff development. This cell would also correspond to
the narrow definition just considered. On the other hand the legitimacy
of staff development activities orientated towards one's own personal
development and of an academic nature, i.e. quadrant 1 is likely to be
questioned by both senior administration and the general public. Finally,
the broadest definition of staff development proposed would encompass all

four quadrants of the diagram.
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Recently there has been a further extension to the definition of staff
development to include not only the continuing developmont of individunl
staff but also that of the system and, in partic.lur, the college. This has
resulted tfrom a growing concern that many of the factors preventing
institutions attaining maximum effectiveness ave specifically associated
with organizational processes inherent in the institution. Among the
organizational processes that have received attention have heen forms of
decision-making, communication patterns and general responsiveness to
changing circumstance. As a result the alleviation of organizational needs
and the facilitation of organizational growth as a whole is now considered
by many educators and senior personnel as being a legitimate purpose of any
staff development program. This purpose itself is more commonly referred
to as one of organizational development rather than staff development. We
feel that organizational development is possibly too general a term and for

this report we prefer and will use the term college development.,

In brief, staff development can serve a wide variety of purposes.
However the range of purposes for which resources can be allocated to staff
development is not clearly defined. For some the range is quite narrowly
conceived; for others it is extremely broad. Public acceptance of the
various purposes of a staff development program is an important process and
as yet no consensus has been reached within either educational systems or

the more public arena.

Academic/Theoretical
R 1 2 . .
Personal Education Vocational Education/
3 | Career Tralning
Pedagogic/Practical

Figure 3.1 Two Dimensions, Personal-Vocational and Academic-Pedagogic,
which may Characterize the Purpose of the Staff Development
Program (from OECD 1978)
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stalt Development Progcams_and Activities

Just as there is o wide varlety of poss ble purposes so there is a great
diversity in the organlzation of statl development programs. At this point
it may be useful to elarify the meaning of the term 'program’. By programn

is meant a group of related staff development activities direccted towards

a sot of goals which eoncern the overall funetioning of educational systoms,
colleges, deparvtments and individual staft members. Staff development
programs will differ in the extent to which the constituent activities are
related, the goals of the program defined and the system or elements within
it affected. Staff development activities are the strategies or processes

by which individuals, or the organization in the case of college development
activities, aftain particular outcomes. The important point is that these
outcomes need not be related to an overall set of goals previously designated
by the individual or the institution. Activities can be defined without

reference to a program.

‘2 begin ~n examination of the possible ways to manage a staff
develnpment | -ogram it is necessary to first describe the possible types of
activities which may comprise a program. In this section we draw heavily
from a report .rom the Centre for Educational Research and Innovation
concerning ip~cvation in in-service education and the training of teachers
(OECD, 1978). We would recommend the interested reader to refer to the
origi..l report a:. it provides an excellent synopsis of rccent ways in which

staff development is being conceived in a wide cross-section of countries.

fhat renor’ considers that there are four aspects of any staff
development :ic*' vity of interest. They could be referred to as defining
characteristi 's and are (1) the providing agency, (2) the type of strategy
on which tlie -..(f development activity is based, (3) the location of the

ac-ivity, and finally (4) the target users or possible participants.

e Prnsiding Agency

The types of agencies capable of providing activities or strategies
appropriate to the continuing development of staff in technical and further
education are extensive. Of course certain agencies will be more relevant
to the acquisition of particular skills, understandings and attitudes than
others. We could expect that industrial and commercial enterprises would
be more concerndd with assisting staff in keeping abreast of changing

technology. Teaching institutions are more likely to be involved with the
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skills of toaching and cuvrviculum dovolopmont. There are also many othor
potontial orgunizevs of stat'f devutopmont activitios such as the vavious
teuching assoclations and trade unlons, As woll as the State TAFE
authoritios the colloges themselvos can be mujor providers for stoff

dove topment.

An Important point that recurs In the titeratuve in this aren is the
extent to which staff are involved in the organization and development of
these activities. Of major concern in discussions of this issue is the
question of relevance of activities to the specific nceds of staff. When
activities are organized by agencies outside the college, with little
opportunity for college staff to assist in planning, they may not focus
upon the types of problems and issues which are of immediate importance to
the staff member. It may be useful thercfore to characterize providing
agencies also in terms of the extent to which they encourage college staff

involvement in the planning and implementing of activities they provide.

The Type of Staff Development Strategy

As in the case of the providing agencies, the possible strategies for staff
development are quite varied. Traditionally short courses have been the
typical form of staff development activity, especially within the in-service
model of training. However recently the range of possible strategies
suitable for the further education of staff has extended to include visits
to industry and other colleges, conferences and seminars, secondment to
other educational institutions and work experience in a staff member's
specialist field. College and departmental meetings may themselves be a
source of staff development as may regional meetings to discuss educational
issues. The role of consultancy both within colleges and between college
staff and outside organizations is another example of what is becoming a

more acceptable form of staff development activity.

Location of Activities

The location of staff development activities is an important consideration
because of its influence upon staff attendance. It is important also for
another reason. The location of activities may affect the range of possible
outcomes which result. For example, activities located on-site are more
likely to take into account contextual factors operative in the college and
hence be directed towards a more immediately relevant set of goals. The

proponents of such college-based activities argue that the close connection
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hetwoen the further sducation of staff and thely ¢lassroom activition
onsures maximm of foctivonoss, By contrit, others would see this as rather
restrictivo, proventing stal't oxchanging idoas and doeveloping alternatlive
cducational stratogios.  And of course some of the noeds of stat't in
tochnical and turthor education are not {ikely to be met by a program
locatod solely in tho college. As in the case of many points made in the
literature on staff development, we foel that one must he extremely wary of
gonerallizing too much from arguments that are basically orientated towards
school staff rather than those involved in post-secondary education. The
issue of college-based activities will be discussed further, but for the
moment it is intended only to draw attention to the usefulness of dis-
tinguishing between activities held in colleges and those held at other

localities.

The Participants in Activities

The fourth characteristic of a staff development activity 1s the intended
group of participants. Without listing all possible categories of
participants it is worth noting that these include teaching and non-teaching
staff, part-time as well as full-time staff, and finally both college and
head office or branch staff. It is also significant to distinguish whether
the activities are directed towards individual staff members, groups of
staff members from the same department or across a range of departments, or
even whether entire college staff are involved. This has particular
relevance to the broader understandings of staff development to which
reference has been made, especially those which include departmental and

college development.

A listing of the possible characteristics of staff development
activities is a useful exercise for two reasons. It is of practical value
because it provides a framework for their classification, and this we will
do in Chapter 4. However its importance lies foremost in that it raises the
very same issue that was seen to underly the various definitions of staff
development itself: what constitutes legitimate staff development and staff
development activities? For it cannot be assumed that there is consensus
within technical and further education, or any other educational system for
that matter, that each of the many possible activities characterized above
are in fact proper ways for the expenditure of resources. There is likely
to be widespread disagreement on both the appropriateness of some strategies

and the applicability of the program to various groups of staff members.
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Furthermore a clasnifioation of porsible activition together with a fairty
Woll defined onderstanding of the parposes ot stafy dovelopment provides one
basls Tov adociding priovitios in thoe dosdgn of @ suitabhlo srary dove lapent

progrim,

The TAEEC Staft povelopmont Program (1977-7 ),

At this stage it seems usefnl to oxamine the recommendat tons ot (he Technieal
and Further Liducatlon Commisslon Report for the tvionnlum, 1977-1979, in
rogard to both the purposes and typen of activities to which the special

purposos graht (stat't development) should he dlructud.l

That report does not dofine explicitly the moaning that membors of the
Commission attached to the concept of staft development. At one point
however they stute that 'all types of teachers should have jccess to staff
development programs hoth to raise levels of competence and to overcome the
tendency for the wide range of teaching tasks within TAFE to cause a lack
of interaction in the work of TAFE institutions'. The report then continues,
'much more needs to be done to develop staff who have a firm understanding
of the nature and needs of TAFE!' (TAFEC 1976, para 7:14),

This point is taken up again in the discussion of the needs of newly
employed staff. When discussing these staff the report suggests that they
should be provided with the opportunity to recognize their own educational
needs, understand the aims of technical and further education in Australia,
develop interpersonal skills and generally gain confidence in dealing with
their students. Elsewhere in the report's discussion of staff development
we find reference to the fostering of professional contact between teaching
and non-teaching staff and the exchange of ideas and experiences between
institutions and State systems. Mention is also made of the need for
certain staff to become qualified in 'the professional disciplines within
education, such as curriculum theory and development or educational

psychology' (TAFEC 1976, para 7:25). It seems that only in one instance

! Due to the establishment of the Technical and Further Education Council
during this period, the former TAFE Commission's report has direct influence
only on the funding arrangements for the first year of the rolling triennium,
i.e. 1977, The present TAFE Council's advice appended to the Tertiary
Education Commission's reports have dealt with 1978 and 1979. However for
the purposes of this study comments made in the Commission report provide
an adequate description of the intended program at the time of this study.
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dosn the repart vecommemt For corvent toachitng statt the Durther devoiopment
of i oset of spocilic compotoicion mul thono yeloto ta modern teaching/ leivning
tochiigques wd techoology, o fact the vepart considors that the deve lopuient
At thetse compoteoncles should bo oo koy pavt ot the program,  However no men -
tion xomude ot tho noed for the vonthmml updating of knewledge in a
tonchor's speciatist Vlobd, although rom a vawling of enrbioe roparty
(oo ACOTANE, 1974) vno can wasimo that this i generally acoopted by the
Comndas lon,

ln bebofl, while some comtonts with thole omphitsios on spocifie joh
retatod compotencles would saggost a Caiely nevow conception of statf
dovelopmont, other comment:i would indicato this not to he the caso.  Some
of' thesoe are noted above, such as thoe fostering of profoessional contuct
between staff and tho analysis ol one's own educational needs.  Both thoso

examples indicate a broader conception of staft dovelopment .

The triennial report of the Commission does make some explicit commonts
on the types of activities 1t sees as appropriante. With regard to the first
defining characteristic, the souvce or providing agency of the activity, the
report emphasizes that agencies outside TAFE should bhe involved. Particular
reference is made to universitics and colleges of advanced education, and it
is suggested that colleges which provide initial teacher preparation should
maintain an ongoing contact with all TAFE teachers. The strategies proposed
are basically similar to those described earlier in this section, but with
two important additions. These are firstly, staff exchunges with industry
and other educational institutions and secondly, further formal study in
education for selected teachers. The notion of staff exchange with industry,
rather than merely work experience programs for teachers, is a strategy that
has been used in the United States, although little information is available
concerning its effectiveness. Of course further formal education -is a
generally accepted form of staff development. However the extent to which
the TAFE authorities viewed this as an activity on which staff development
funds could be legitimately spent was unclear at the commencement of this

study.

" There is little explicit discussion about the location of staff
development activities except in two instances. Firstly, considerable
attention is paid to the establishment of residential staff development
centres which could serve a wide variety of purposes including aspects of
both initial and continuing teacher education. Secondly, the report

recommends that the portion of the staff development program directed to
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PATE - Lime toachipg atalt ahould he hised bavgody 40 1w volleges . Whle g
VOHEON 18 given une can assbine that conbn Ll membe s ot beved Vhat pave | e
stabt dentiry with spac b0 cal leges vather Phaie with a pavt boular techinteal

il rthoe edicat ion sy st o,

Finally the voport diaws some HIpartant o biaboans copcovnipg
Partivipants bt program, e mabes cleay Chat the proagram shauld P Bide
apportunitios for the further edueat ion of all | vaching and non teachiing
Apecbabiat abate, 1t Prandhle Lo ancortaly some ol the pPrimvitios withia
thin hroawd vange o stalt, Nowly omployel teaching stalt gye vons bdowl
ta have particular neads which may he ablovinted hy poviod of jndiction
af' up o one wonth hetore iy tako o elass,  Althangh recagnizing the
oxtondlvonoss of the poet-time teaching Corco the Fopart suggests that only
phlot proparation progeams should ho inttinted for theso stul't,  No
particular groups of full-time toachovs ave afforded any priovitios which
contrasts to the soction doaling with non-toaching spoclalist staff,  flore
wo find the Commisslon placing highost priovity on the trafning of Libeavy
and counselling statt. A final tavgot group highlightod In the roport aroe
those staft who have the potentinl to work in a varioty of TAFE hoad of fico
and institution activitios, including toachor prepavation courses spocifi-
cally designed for tochnical and further education.  For tho present alloca-
tion of resources to the further dovelopment of such people as clorical

staff has not been recommended.

The summary above attompts to idontifty the main foanturves rogavding
staff dovolopment contained in the Commission's Report for the triennium
which is just concluding. There are few very explicit directions given to
the individual TAFE authorities for the expenditure of resources allocated
to staff development. It scems that State TAFE authorities are given a
fairly free hand at developing a comprehensive staff development program
which is suited to their own particular needs. In Chapter 4 we shall detail
the programs offered by both the South Australian Department of Further
Education and the Victorian Technical Schools Division of the Education
Department. This will provide an indication of the typical programs operat-

ing in technical and further education throughout Australia.

This chapter on the management of staff development began by considering
the various meanings attributed to the concept. A typology involving four
defining characteristics was then proposed for examining individual staff
development activities. A fifth characteristic would be the purposes to

which the activity was directed, and which would be dependent upon the
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extensiveness of the definition of staff development which was adopted.

Like most classifications the one proposed here fails to capture the dynamics
underlying the continuing education of staff. This latter aspect of the
management of staff development is crucial to the success of any program and

deserves further attention.

Management Models for Staff Development

The management of staff development within technical and further education

is becoming increasingly important (and controversial) as the system attempts
to respond to the changing social, technological and economic climate. For
basically the management of staff development is one of control by either
educational authorities or individual institutions of particular managerial
activities or tasks that are of a regulatory function. In the report on
Innovation in In-Service Education and Training of Teachers (OECD, 1978)

seven such managerial tasks were identified. These were:
(a) the formulation of aims;

(b) the provision of appropriate financial, logistic and decisjon-
making resources and arrangements;

(c) the specification of broad program content;

(d) the formulation of an accreditation policy;

() the evaluation of progress and outcomes of policy;

(£) the dissemination of findings throughout systems;

(g) the promotion of ongoing research into system needs. (OECD 1978:25)

Each of these managerial tasks will operate, to a greater or lesser
extent, at each level of the system. In the context of Australian technical
and further education it is appropriate to examine these tasks at the
national, State and institutional level. It is also conceivable that some
may concern the individual staff member. For example, at the national level
the formulation of aims and the specification of broad program content is
not explicitly a major function of TAFEC. Rather the major managerial
task of that body is the provision of appropriate financial resources for
State TAFE authorities. However this allocaticn of financial resources to
State authorities is dependent, to some extent at least, upon the States'
formulation of their aims, their specification of broad program content
and other logistic and decision-making arrangements that characterize the

systems. In this way the Council can exert some influence in these areas.
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Due to its recent establishment one might not expect the last two aspects

of management, viz. dissemination and research and evaluation in staff
development to be major functions of ~he Council. This is not the case in
the latter instance. The present study, funded by the Council, as well as
the Report on the Formal Preparation of TAFE Teachers in Australia (TEC,
1978b) does indicate the involvement of TAFEC in the task of research and
evaluation of national needs in staff development. Indeed the TEC report
just mentioned discusses accreditation policy as it could affect initial
teacher preparation, though there is no indication that accreditation policy

will be extended to activities directed towards continuing staff development.

At both the State authority and the institutional or college level an
examination of each of the managerial tasks listed above should prove most
informative. In Chapter 4 we will carry out such an analysis as a means of
evaluating the policies and structures that characterize the planning of
staff development programs and their constituent activities. For the moment
however we intend to be less specific and discuss three fairly general and
quite different approaches to the overall management of staff and college

development .

In the OECD report just cited, the seven managerial tasks are related
to three possible change strategies that may characterize innovation - viz.
power-coercive, empirical-rational and normative-re-educative. Power-
coercive change strategies depend upon the authority of senior administrators
to introduce innovation, or in the present case, to influence the further
development of particular skills, values etc. of staff. The empirical-
rational strategy is dependent upon consultation between senior adminis-
trators and staff and appeals on rational grounds for staff participation
in in-service programs. Finally, a normative-re-educative change strategy
relies upon the emergence of innovation, or a desire for further change,
from the staff member himself. Each of these change strategies are evident
in the models for the management of staff development that have been

proposed by Yorke (1977).

Yorke (1977) examines three such modelsl. These models are based on

whether staff development is conceived as fulfilling goals prescribed by the

1 We would recommend the short article by Yorke (1977) to the reader.

We would also recommend three further references - one a collection of
readings (Rubin, 1971), another an article by Henderson (1978) and
finally, September issue of Teachers College Record (vol. 80, no. 1,
1978).

Hay
N
"
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institution and State authority or those of the individual. In the first
instance, the continuing professional development of individual staff members
is seen in relation to the overall educational plan of the institution or
system. Appropriate staff development activities are then designed on the
basis of what the system or institution believes to be of greatest need for
it to maximize its effectiveness. Alternatively, staff development activ-
ities may be designed to meet the felt needs of the individual staff members.
Central to this approach is the notion that staff are 'professionals', and
consequently must be responsible for their own continuing development. The
distinction between each of these approaches may be referred to as an
'institutional management' versus 'staff autonomy' approach and reflects

either an 'organizational bias' or a 'personal change' bias (Schipper, 1978).

The Institutional Management Model of Staff Development

In answer to the question 'What is staff development?' the Association of
Colleges for Further and Higher Education/Association of Principals of
Technical Institutions Working Party responded:

We call it staff development; some call it career management; others

go one better and call it managerial strategy. But whatever you choose

to call it, staff development is primarily part of that much advertized

need to make the best use of our resources ... we are all agreed that a

college must use its staff as effectively as possible. Therefore it

¢learly must relate its policy for staff development to its policy for
the development of the college as a whole. The former is determined

by the latter. (ACFHE/APTI, 1973:3)

The specific aims of staff development consistent with this view relate
to improving the current performances of staff, preparing staff for changing
duties and responsibilities as defined by the institution and finally
providing the basis for their promotion either in their own institutions or
technical and further education in general. Each of these aims is the
responsibility of the system at both the authority and college level. It
is the system's function to make a rational assessment of the situation,
thereby identifying specific weaknesses or needs that may reduce its
educational effectiveness. A set of aims or goals is developed on which is
based a staff development program. After examining the various types of
strategies available, suitable activities are prescribed to alleviate such
needs. This is followed by an evaluation of the benefits to the institution
of the program. Central to this model is a group of senior staff who com-
prise a staff development board or committee and have responsibility for
the management of staff development. This could be likened to a top-down

approach and is illustrated in Figure 3.2.
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The strength of this model lies in the precision with which each of
the seven managerial tasks just described can be implemented. The formula-
tion of aims will be dependent upon the needs of the system, and senior
administration staff are in a position to view the overall functioning of
the organization and ascertain its needs. Senior management is then able
to specify an appropriate program to achieve these aims in accordance with
the financial resources it has at its disposal. Where such resources are
limited it is able to reassess its aims in order of priorities based upon
a clearly defined criterion maximizing institutional effectiveness. In
accord with this criterion, programs are more likely to relate to competency-
based teacher education. Senior management will also have at its disposal
capabilities for the evaluation of programs and the dissemination of outcomes
of such programs. Where the criterion is one of maximizing effectiveness in
performance, evaluation is more likely to focus upon outcomes that may be
operationally defined, such as specific teaching competencies. This results

in a tightly constructed, highly objective, evaluation methodology, the

COLLEGE OR SYSTEM MANAGEMENT

Rational assessment of the
situation: identification of needs

Definition of goals of
staff development program

Providing agencies:
Evaluation Staff development activities Q—— | TAFE
Industry
CAEs
STAFF

!

L {>| PERFORMANCE

Figure 3.2 The Institutional Management Model of Staff Development
(adapted from Yorke, 1977)
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conclusions of which are readily disseminated for collegial interest and

both systemic and public approval.

There are also certain weaknesses with this particular model for the
management of staff development. Fundamental to this model is the acceptance
on the part of the staff member of the first stage - a rational assessment of
the situation by senior management. Staff may not accept such an assessment;
indeed they may even reject it. For while it may appear sound to senior
management it may not appear so for other staff. The institutional manage-
ment model, and more specifically the rational assumption implicit in it,
fails to acknowledge the extent to which the staff's interests, values,
expectations and aspirations affect both their acceptance of the need for a
particular staff development program and their participation in that program.
The greater the incongruence between the values reflected in the expected
direction of educational change and those presently held by staff, the
greater the difficulty in developing those skills and understandings amongst

staff to ensure such educational changes.

Closely associated with this model are the concepts of staff appraisal
and staff career profiles. Staff appraisal is a formal system whereby senior
staff or 'line managers' assess staff members' performances in their work
against their job specifications. This corresponds to the first step in the
model as illustrated. Strategies are then developed to enable the staff
member to attain maximum effectiveness. At the moment staff appraisal as
a formalized system is found mainly in industry and is not common in
Australian technical and further education. There are several reasons for
this. A major problem is that staff appraisal, at least in the past, has
been more closely associated with promotion and salary than with the continu-
ing development of staff. It has been summative in nature. A further
problem relates to the educational criteria upon which staff appraisal is
based. What have been seen by administrators as valid criteria for staff
appraisal have not been necessarily accepted by staff. The dilemma faced
by teachers in regard to staff appraisal is noted by Shinkfield:

One of the dilemmas facing teachers is their belief that, on the one

hand, the appraisal function should lead to professional growth while,

on the other hand, it provides a ready weapon for manipulation by
.administrations. (Shinkfield, 1978:7)
The concept of a career profile for teachers was suggested in a government
policy statement in the United Kingdom, the White Paper, Education: A

Framework for Expansion (quoted in Bolam and Porter [1976]). The notion of

Y
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a career profile was an important one. It was an attempt to describe how
management viewed the progress of a typical teacher in technical and further
education and the types of staff development appropriate to each stage in

his or her career. In a sense it represented the application of the
institution, or in this case system, management model over the entire working

lifetime of the typical TAFE teacher. !

As might be expected objections to the concept of a career profile ,
emphasized the prescriptive nature of the notion, and its apparent inflexib-
ility. Bolam and Porter (1976) point out in their discussion on the concept
of career profile that 'it should be possible to devise several alternative
profiles to indicate how the careers of reasonably typical teachers generate

various [staff development] needs'.

It has been noted that the institutional management model is concerned
with meeting needs identified by a staff development committee, or senior
staff within a college. Those opposing such a process raise two objections.
Firstly writers such as Jackson (1971) argue that such models are 'need'
orientated and biased towards weaknesses within the system and of teachers
in particular. He has referred to these models of staff development as
representing the 'defect' point of view and considers that they fail to
encourage teachers to develop their own particular strengths. Rather they
focus attention upon weaknesses. Secondly, writers such as Yorke (187%)
note that the institutional managenient modei does not acknowledge the staff
member's own contribution to his or her continuing professional development.
Possibly the greatest objection to this model is its failure to accept that
as 'professionals' teachers are responsible for their own continuing
development. For it is one of the defining characteristics of a profession
that its members keep up to date with the latest developments in their
specialist fields.2 By contrast this model treats teachers very much as
employees, and insists that the responsibility for further training rests
with the employer. This premise underlies the second model for the manage-
ment of staff development. It has been referred to as the shop-floor model

by Yorke (1977), but the term 'staff autonomy' model would seem more suitable.

1 Bolam and Porter (1976) include lengthy excerpts from the White Paper
illustrating this career profile. It is an important summary of possible
career paths for teachers in technical and further education, and would
provide valuable insights for those readers involved in staff development.

2 an excellent discussion on the professionalization of teaching is to be
found in Sharp (1974) and Balloch (1974).
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The Staff Autonomy Model of Staff Development

In the staff autonomy model the individual staff member is responsible for
the recognition of his own needs, having made an assessment of a particular
problem situation, either current or in the future. Th2 emphasis is upon a
personal assessment of both one's current weaknesses in perfcrmance and
potential development in skills, understandings and values in areas not
directly related to existing performance. The rational assessment of senior
management characteristic of the previous model is replaced by the staff
member's own assessment. The staff member would then seek to meet those
felt needs by utilizing available resources. The cheice of resources will
be at the initiative of staff, as will the evaluation of the effectiveness
of resources utilized. Outside agencies, as well as :he college itzelf,
may provide assistance in the teacher's recognition of his own requirements
and in further supporting the staff member implement acquired skills and
understandings in the educational setting. The important point to note is
that senior college management has no influence in the process and external

agencies have only an indirect influence.

This model has been illustrated in Figure 3.3, which again is basically

the same as that presented by Yorke (1977).

COLLEGE OR SYSTEM MANAGEMENT

Providing ayencies:
Utilizati f . TAFE
i ;za ion 0 tres:yr?:§. Tngustry
staff development activities CAEs
Assessment of situation Performance:
and future sitvations: application of new
identification of needs skiils, ideas, etc.
v
Evaluation:

reassessment of situation

STAFF

Figure 3.3 The Staff Autonomy Model of Staff Development
(adapted frem Yurke, 1977)
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This management model for staff development is considered more
appropriate to the professional character of teaching. Its proponents,
such as Jackson (1971) and Thelen (1971), argue that lasting benefits are
most likely to accrue from staff development activities when the process is
self-initiated because of the increased commitment of staff. Both these
writers suggest that the benefits of self-initiated staff development are
different in nature than those derived from management directed staff
development. They are more likely to be of the sort embraced by the broad
understandings of staff development described earlier - both personal and

professional growth are the concern of this model of staff development.

Thelen adds a further perspective to the usefulness of this model, one
which is a recurring theme throughout this report. We quote from a comment-
ary by Rubin (1971) on the article by Thelen already cited:

The teacher, he [Thelen] asserts, no longer is driven by the missionary

zeal that once was a hallmark of the helping profession. And it is

this estrangement from the inner motives of teaching which Thelen
believes should be a dominant target of continuing education activities
he urges that we rekindle the teacher's awareness of alternatives,
his interest in the introspective examination of his actions, and his
desire for a self-initiated change. In this way we may be able to
interrupt the cultural forces that are making teaching more of an

"out-and-out occupation" and less of an "almost-profession'.

(Rubin, 1971:103)

But there are weaknesses in this approach to the management of staff
development. Most noticeable is dependence upon the staff members'
perceptions of their own requirements, both current and future, and then
their planning abilities to meet such requirements. These are not simple
matters, particularly as far as technical and further education is concerned.
We have already noted that a substantial group of TAFE teachers, for example,
may be deficient in teaching skills and knowledge of their specialist field.
While they may be aware of a general requirement for further education in
each of these areas they may not be aware of their specific requirements.
For this they need to rely upon providing or support agencies, such as
staff development officers within or external to the college, teaching
colleagues or even personnel from industry. It is this reliance upon
external agencies which is a problem and which reduces the effectiveness of
this model. In many instances staff may not have ready access to skilled
personnel able to assist in planning their further professional development,
apart from their more experienced, and generally senior, colleagues. This
would be typical of the situation in many rural areas. However such

colleagues areusually line managers whose role may be more closely associated
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with the institutional management model of staff development. Skills and
attitudes of these staff may not be of the type characteristic of the

supportive environment necessary for self-initiated professional development.

A second major weakness parallels one we have expressed with the
institutional management model, namely the generation of conflict due to
incongruence between the needs of the institution and those of the individual.
Similarly with the staff autonomy model of staff development. College staff
are unlike many other professionals in that they work together in large
groups and are therefore subject to many of the forces which operate in
large organizations. It is quite possible that individuql staff members,
on their own initiative, may develop skills in areas that are not held
important by other members of their college or not congruent with the pre-
dominant educational orientation of the college. Due to the broad and ill-
defined nature of education this is more likely than in other fields such
as medicine. In these cases conflict between staff may be generated, with
a resultant decrease in the educational effectiveness of both the staff and

institution.

Other weaknesses in this approach which could be mentioned include a
lack of applicability to college development programs and its total dependence
upon the willingness of staff to participate in staff development when there
are no formal incentives for staff to do so. Finally, it is necessary to
raise the twin issues of evaluation and accountability in relation to the
precision with which the seven managerial tasks identified previously can
be implemented. Staff development, when conceived of at a State or national
level, is a very 'open' affair based on the staff autonomy model. The
responsibility for many of the managerial tasks rests with individual staff
members and one can envisage the diverse manner in which each of these tasks
might be carried out. To be perfectly fair it could be expected that many
staff would formulate a set of aims for their continuing education and
evaluate progress towards accomplishing such aims; some may even' see it as
necessary to disseminate newly acquired understandings among colleagues.
However this makes the process of evaluation of overall State or national
programs rather difficult, since the evaluation process remains particular
to the staff members themselves, as do the evaluative methods and criteria.
It is at this point that staff in technical and further education can be
differentiated from other professional groups. Unlike members of the
established professions, college staff have access to specific funds for the

purpose of their continuing professional development. Proponents of the
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institution-management model would argue the necessity to evaluate participa-~
tion in funded staff development activities in order to justify public ex-
penditure. Yorke (1977) in discussing a similar approach to the management
of staff development in Further and Higher Education in England sums up this
feeling well:

The massive act of faith required on the part of management to finance

this approach to staff development may not be forthcoming, particularly
in a harsh economic climate. (Yorke, 1977:166)

Approaches to Management: A Summary

We have described two possible approaches to the management of staff develop-
ment in technical and further education. Both have their limitations. The
first model 1limits the professional autonomy of staff whilst the latter
reduces the integrity of the institution as a whole. Attempts have been
made to reconcile these difficulties by constructing managerial stwategies
that are sensitive to both the needs and interests of individual staff
members and the overall needs of the institution or system. In these models
the providing agencies, particularly those of the system itself, organize
staff development activities that they feel are relevant to both sets of
needs; there is also generally the opportunity for staff, through trade

and teaching associations, and senior management, to influence the types of
activities offered. In this way staff maintain their professional autonomy
and are free to select those activities which they believe are in their best
interests. The assumption is, of course, that when confronted with activ-
ities that are thought to be important by the providing agencies and senior
management staff may also see the need to attend such activities. As a

result both institutional and individual staff needs are met.

A further feature of these approaches to the management of staff
development is the expected collaboration between senior management and
staff. The intention is to discuss what each sees as their respective needs
and plan accordingly. However this process is fraught with difficulties.
Effective communication between senior management and individual staff
members only occurs after a framework for that communication has been
established. This does not simply mean some organizational procedures.

What is required is a set of understandings about the continuing professional
development of staff that is shared by all concerned and which, for both
parties, adequately defines the process. Until this state of consensus is

reached then the management of staff development will move in either of the
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two directions reflected by the two models already described. Once a common
understanding of staff development is established then it may be possible,
and we use the world 'may' advisedly, to design a program catering for both
institutional and staff needs. The fragility of this process is further

emphasized in a period of restricted funding.

Figure 3.4 illustrates the collaborative model for the management of
staff development. Staff members and senior management assess the needs of
the institution and staff. Following discussion of these perceived needs,
agreement upon the relative priorities attached to each is reached. Staff
then participate in staff development activities pertinent to those areas of
staff development felt most important. While these activities are organized
by agencies external to the college, both staff and senior management have the
opportunity to influence the types of activities offered. Evaluation of
program outcomes is the responsibility of staff participating in the program
as well as that of senior management. Judgments made about the effectiveness
of the program, or a staff member's attendance at a particular activity,
result from joint appraisal rather than from benefits or deficiencies perceived
by either participants or senior management. The collaborative approach to
the management of staff development seems the most relevant to the present
situation in Australian technical and further education, where staff possess
considerable autonomy and senior management is formally responsible for the

management of the staff development program.

Identification of needs:
Definition of program goals

Senior
Management

STAFF D>

v
Staff development activities

Performance: application of Evaluation
new skills, ideas <

L
Evaluatiorf by staffs
reassessment of situation

Figure 3.4 The Collaborative Model of Staff Development
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There remain many aspects of the management of staff development whick
we have failed to mention. Some of these will ! . ¢iscussed in later sections,
For the moment this outline of the elements »'.q processes of staff development
is sufficient to enable a focusing upon troey strategies appropriate for its
evaluation., Many of the issues raised }ave direct bearing upon such strate-
gies. The breadth of definition of r.at. development held by various levels
of the system implies a diversit: of evaluative criteria, some of which may
not be seen as legitimate by other sections of technical and further
education. The wide variety of possible activities on which to base the
further education of staff emphasizes the need to evaluate their relative
effectiveness in regard to an equally wide range of staff development out-
comes. The managerial tasks which we have identified all contribute to the
success or otherwise of the program and are relevant to its evaluation.
Above all the identification of an appropriate management model for the con-
tinuing education of staff in technical and further education must be con-
sidered as a precursor to the construction of a methodology to evaluate

staff development progranms.

14
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CHAPTER 4

A DESCRIPTION OF TWO STAFF DEVELOPMENT PROGRAMS

The report to this stage has described rather generally the management of
staff development in technical and further education; only minor reference
has been made to the Australian situation. The purpose of this chapter is
to examine, by means of secondary data, the management of staff development
in two Australian State TAFE systems. It represents a necessary stage in
the development of an evaluative methodology. Such a process indicates
many of the contextual variables that may be peculiar to technical and
further education in Australia and which may influence the continuing

professional development of staff.

The framework used to organize the descriptive data encompasses the

seven policy management tasks mentioned in the previous chapter. These are:
1 the formulation of aims;

2 the provision of financial, co-ordinating and decision-making

resources and arrangements;

3 the specification of broad program content;

4 the formilation of an accreditation policy;

S the evaluation of progress and outcomes of policy;

6 the dissemination of findings throughout the system;
7 the promotion of ongoing research into system needs.

Firstly, the Victorian Technical Schools Division staff development
program is considered. This is treated at both the State and college level.
The staff development programs of the South Australian Department of Further
Education is then discussed, but only at the State level as insufficient

secondary data was available for the purpose of a college level analysis.

Staff Development in Victorian Technical and Further Education

The staff development program in Victorian technical and further education
is decentralized. Colleges possess considerable autonomy in implementing
policy for the continuing professional development of their staff. However

the major responsibility for the formulation of policy resides with a
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central staff development standing committee (SDSC). This committee
represents various interests from both within and outside the system and is
directly linked to the Division of Teacher Education as well as the Technical
Schools Division. Although the committee may differ slightly from year to

year it generally consists of:

. The Assistant Director of Technical Education (TAFE Curriculum ana
Operations)

. A member of Board of Inspectors, Technical Schools Division

. A nominee of Director of Teacher Education

. A nominee of TAFE Services, Planning Services Division

. A nominee of State College of Victoria at Hawthorn

. A TAFE principal nominee

. A non-teaching staff nominee

. Two teacher nominees

. A college staff development officer nominee

. two persons nominated by the Director of Technical Education for

their interest, involvement, and/or expertise and their ability

to contribute to the advancement of staff development
. a nominee of the Council of Adult Education
. a nominee of the Department of Agriculture

This committee has produced a detailed policy statement (TAFE Policy
Statement, 1979) which provides a useful basis for discussing the seven
policy management tasks which were identified in the preceding chapter. It
is worth noting that the policy statement results not only from the
deliberations of the standing committee but also reflects contributions
made by colleges. Each of the managerial tasks will now be considered in
the light of this policy statement to give an indication of how the staff
development program is organized at the State level. A description of the

management of staff development at the college level will then follow.

The Management of Staff Development at the Victorian System Level

1 Formulation of aims at the State level

A variety of possible definitions for staff development has been noted in

Chapter 2, some being rather narrow and others quite broad. The following
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definition provided by the standing committee clearly reflects the broader

views of staff development:

Staff development is a concerted, consistent and continuous process
that increases the ability of each person to function both pro-
fessionally and personally, with the overall aim of improving the
quality of technical and further education. (TAFE Policy Statement
1979)

Within this broad definition are a number of important points. Firstly,
there is the notion that staff development is an ongoing process as far as
the staff member is concerned and not a process that is needed at various,
often indeterminate,points in the staff member's career. Implicit in the
definition is an understanding of staff development that is proactive,
rather than retroactive, and one that is more closely associated with a
growth model rather than defect model of stalf development.1 Secondly,
staff development is concerned with both the professional and personal
abilities of staff. At a later point the policy statement elaborates on
what is meaﬁt by personal development and, for example, includes the develop-
ment of both communication skills and interpersonal relationships. It has
been deliberately left quite open as to what constitutes legitimate staff
development by the standing committee since it believes that such decisions
should be taken by individual colleges. However, and this is the third
point, there is the assumption that further development in abilities and
attitudes should lead to an improvement in the quality of technical and
further education; it should not result merely in the enhancement of the

individual staff member.

The specific aims of the State staff development program can be
interpreted within this understanding of staff development. Four specific
aims are listed by the standing committee. These are:

(a) to raise the ability of individuals to manage their own

professional and personal development;

(b) to improve the ability of individuals to diagnose problems and
work towards their solution;

(¢c) to improve the functioning of individuals within groups. Such
groups can be defined as teaching departments, colleges, regions,
curriculum and special interest areas, or the system generally.

(d) to improve the ability of individuals to cope with change, and
especially to adjust to the changing requirements of TAFE. (TAFE
Policy Statement 1979:5)

! See for example Jackson (1971).
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It is clear that the specific aims of the program remain at a fairly
general level. The first aim, and possibly the second, relates to the
management of staff development. It suggests that the standing committee
envisages the management of staff development approaching at least in the
longer term the staff autonomy model described earlier. At the same time
the committee recognizes in the third aim the importance of organizational
processes at the various levels of the system, and the necessity for programs
to be directed towards their further development. The possible incompata-
bility between these aims has already been noted. A noticeable omission
from the specific aims is a consideration of the more typical staff needs
of either the professional or personal kind. Instead they are included in
the rather general context of the last aim and then examined later in the
policy statement. But even then only management and administrative needs
are directly specified as requiring immediate support (TAFE Policy Statement
1979, paragraph 7.6d).

There are a number of important aims not exglicitly stated but which
can be derived from a reading of the entire policy statement. Two should
be mentioned. The first is to encourage colleges and technical schools to
demonstrate greater initiatives in staff development and broaden the
availability of staff development opportunities to all their staff. The
second is that there should be a more systematic and planned organization
of staff development in the TAFE institutions. It is interesting to quote
the rationale behind this latter objective:

Evidence of a systematically plamned and executed staff development

program will be increasingly important in sustaining the level of

funding under the States Grants (Tertiary Education Assistance) Act.

(TAFE Policy Statement 1979, paragraph 12.6).

This is similar to the justification used by those who argue for the senior
management model of staff development. Again this raises the difficulty of
designing a systematically planned program which fosters the ability of

staff members to manage their own professional development.

In summary the understanding of staff development used at the State
level incorporates both the professional and personal needs of the staff
member and the organizational or corporate needs of the college or technical
school. The specific aims of the program reflect this breadth of definition
and also emphasize the role of the staff member in his or her own pro-

fessional development
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2 Financial, co-ordinating and decision-making arrangements

Recommendations to the Director of Technical Education for the distribution
of funds granted by the Tertiary Education Commission for staff development
to the Victorian Technical Schools Division are the responsibility of the
staff development standing committee. In particular these recommendations
are concerned with the balance between the college and technical school
programs and centrally supported activities. Table 4.1 provides a summary

of the approximate allocation of funds by the committee for the 1978 program.

The balance seen in these figures is typical of the distribution of
funds in recent years. It should be noted that the non-teaching program
referred to in the table is the responsibility of a standing committee work-
ing party which includes a non-teaching representative. Other opportunities
exist for non-teaching staff in the normal college-based programs. The
machinery for the distribution of funds to both college-based programs and

centrally-supported activities is as follows:

Allocation of funds to colleges/schools. The allocation of funds to

colleges and technical schools is based 'upon a variety of factors, including
scope and scale of TAFE operations, evidence of purposeful use of previous
grants and ability to expend those grants, and special needs in exceptional
cases' (TAFE Staff Development Instruction Document 1978/3). Colleges are
requested to make submissions for such funding, stipulating the anticipated
staff development program for teaching staff, non-teaching staff, part-time
teachers and proposed college-initiated and centrally-initiated activities.
In addition they are also asked to include anticipated details of costing
and the proposed number of staff participating. For the 1978 staff develop-
meat program the colleges were asked to submit a minimum program and an
optimum program. The minimum program was to bc based upon the previous
year's level of funding plus indexation, plus an expected increase of five
per cent. The optimum program was intended to more closely reflect the

needs of the institution.

The submission presented by the colleges and technical schools for the
1978 staff development program varied greatly in both scope and detail. In
addition not all institutions applied for staff dcvelopment funding. Of
68 institutions eligible for funding, 15 institutions failed to make an
application, 12 of which were technical schools. Those institutions which
did not make an application still received an allocation of staff development

funds. 1In one case the lack of an application from a technical school was
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Table 4.1 Allocation of Funds for Staff Development in Victoria - 1978

Percentage
Amount of total
allocated allocation
$

Colleges and schools with TAFE components 230,000 64.2

Centrally-supported programs for non-teaching

staff 20,000 5.6

Council of Adult Education 12,000 3.4

Central programs, administrative costsa,

TAFE personnel without access to college/

school grants and Standing Committee

commitments 60,000 25.1

Contingency reserveb 6,000 1.7
358,000 100.0

3 Includes salaries for printer (full-time), typist (full-time) and

~administrative assistant (part-time).

b

For the year 1978 this was given as a supplementary grant to colleges to
meet additional demands that were considered of high priority by the
executive of the standing committee (staff development).

quite deliberate: the senior management of the institution believed that
there had been too much emphasis on staff development in the preceding years
and that this was an attempt to reduce further disruption to the school
curriculum. Evidently staff development was not seen as a continuous pro-
cess. No information was available on the other non-applicants but we
assume that in most cases it was an oversight. This issue raises the
interesting question of whether institutions which do not apply for funding
should receive funds. The argument to justify their allocation is that by
infusing funds, even unwanted funds, that are tagged to specific purposes
into the institutions, then the funds may well be used by staff who are
interested. Of course this is dependent upon the 'grass-roots' staff having
access to staff development circulars and other information, the distribu-

tion of which may still be curtailed by senior management.

It would appear that the most importaﬁt basis on which funds are
allocated is the size of the TAFE institutions, rather than specific needs
that may characterize their functioning. The nett effect of this has been
that colleges have been allocated funds which, allowing for adjustments

mentioned above, are roughly comparable over the 1977-1979 period. This
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therefore makes the major purpose of the submission one of forward planning
for the institution rather than as a basis for distribution of staff develop-

ment funds.

A detailed examination of these submissions is presented in the section

dealing with the management of staff development at the college level.

Allocation of funds for centrally-supported activities. The allocation

of funds for centrally-supported activities is also based upon calling for
submissions. Central funds are available to organizers of State-wide
activities, such as subject associations and subject standing committees.
They are also available to participants in such activities who do not have
access to college or technical school funds. Individuals who wish to obtain
central support for overseas study tours also make application to the stand-
ing committee for funding, and in Chapter 6 we detail the information

required in that application.

In brief, the staff development standing committee receives submissions
from individual colleges and technical schools for the funding of the college-
and school-based programs. The committee also receives submissions from
organizers and intending participants of activities requiring central support.
It is the role of the executive1 of the standing committee to examine these
proposals und recommend accordingly to the standing committee. Since most
applicants have the opportunity to discuss their submission with the
executive officer (staff development) prior to application, few submissions

are rejected by this committee.

Other decision-making and co-ordinating arrangements. The staff

development standing committee is also responsible for making policy
recommendations on a wide variety of staff development issues. Of high
importance are its policy recommendations on particular staff development
strategies such as overseas study tours, return to industry, staff exchange,
staff leave and more recently, interstate travel. The committee has already
formulated policy on some of these; for others, such as industrial leave,
policy is still at the working party stage. Furthermore the staff development
standing committee is empowered to make recommendations on the operation of
the TAFE staff development support wnit to the Director of the Technical

Schools Division.

1 The executive during 1978/79 consisted of the executive officer (staff
development), and the two representatives of the Technical Schools
Division and the Division of Teacher Education.
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Possibly the most important function of the standing committee is its
co-ordinating role between the various facets of the program. This could
more properly be described as its 'developmental' function, and includes the
obvious co-ordination between centrally-supported and college-based programs.
It also sees as its responsibility a co-ordination between these staff
development programs and programs initiated by other sections of the Technical

Schools Division, such as TAFE services.

This concludes consideration of the major funding and decision-making
arrangements that characterize the staff development program at the State

level. A third major managerial task is the specification of program content.

3 The specification of the breadth of the program

The specification of broad program content occurs both directly and

indirectly. Direct specification of content may result from two sources.

The first is through the role of working parties established by the
standing committee. For example, the Management/Administration working party,
after an assessment of staff development needs in management and administra-
tion for senior staff, has organized during 1979 a series of short courses
relevant to those needs. The Needs/Priorities working party have beer
examining strategies for the further development of organizational or college
processes. Two other working parties have been involved with more basic
aspects of the teacher's professional development. The first has been
developing a structure for mini-courses dealing with objectives-writirg,
programmed instruction and mastery lear.ing. The s&cond 's currently
investigating industrial leave as a strategy for keepirg up to date with

specialist knowledge.

It is clear that the ranpe of content aveas, with which working parties
have been involved is extremely broad and is congcuent wiih the definition

and aims of staff development specified in the 1979 policy statement.

The second is in the typcs of activities that are certrally supported.
A total of 73 activities for teaching staff were centrally supported durin;
1978. Of these 41 were activities that involved groups of teachers attend-
ing seminars and workshops. The iemainder concerned individual staff
wishing to attend conferences, both intra- and interstate, oi uncvrtahe
overseas study tours. The focus of these activities was not narrow.
Although most of che group seminars and workshops concentrated upon teaching

skills and specialist knowledge related to specific components of the syllabus,
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activities proposcd by individuals tended to be far more broad ranging.

One activity worth noting wus the funding of a technical school's evaluation
of its first six years. 1n this instance the further development of staff
was coincidental with the explicit objective of the activity.

Eleven different centrally-supported courses were made available
during 1978 to uon-teaching staff for their further development. To indi-

cate the wide coverage of these courses a full list of topics is included:

. Basic accounting for school administration
. Law for everyday business

. Basic office skills

. Meeting preparation and minutes

. Telephone techniques

. EDP course for administrative personnel

. Computer accounting

. Public speaking

. Public relations

. Typing techniques

. Technical schools administration course

The breadth of program content which is evident in centrally-supported
activities is similar to that dealt with by standing committee working
parties. The standing committee also indirectly influences the breadth of
programs at the college level, At a time of limited funding, colleges and
technical schools are more likely to focus upon program content that is
more basic to their functioning. Needs that are not of immediate relevance
are likely to receive a lower priority. A further influence upon the
breadth of program content adopted is the requirement of half-yearly
a2 countability statements from each college and technical school. These
provide the standing committee with the opportunity to examine the types
of programs operating at the college level. The impression one gains from
the standing committee is that all, or at least nearly all, activities
listed in these accountability statements are considered legitimate forms

of staff development.
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4 The formulation of an accreditation policy

Currently the Victorian Technical Schools Division has no policy concerning
accreditation for attendance at staff development activities. No working
party has beon established for this purpose, nor have any individuals been
funded to examine its implications. From discussions with the executive of
the standing committoe it appears that the committee does not see accredita-
tion or the pursuit of formal qualifications as relevant to its current pro-

gram of staff development.

5 The evaluation of progress and outcomes of policy

The possibility for a systematic evaluation of the staff development program

at the State level is limited to two sources.

The accountability statements provided by the colleges and technical
schools are a source of evaluation data. In particular these reports ask
colleges and schools to state program policies, priorities and methods used
to evaluate programs as well as a qualitative statement concerning each
activity. However little guidance is provided to those completing the
accountability statements and this clearly reduces their usefulness. So
far these data have only been used as a basis for rather informal evaluations

of the overall staff development program.

Secondly, there is systematic evaluation of centrally supported seminars
and workshops. In making submissions to the staff development standing
committee organizers of such activities are asked to indicate the proposed
method (s) of evaluating the effectiveness of the activity. Organizers are
also given assistance in this regard by the staff development support unit.
The executive officer (staff development) estimated that nearly all
organizers completed some form of program evaluation. It should be noted
that most of these evaluations focused upon immediate program outcomes and
teaching/learning proccsses inherent in the activity. The evaluation reports
are fed back to subject area standing comm:.ttees etc. and are not used in an

overall evaluation of the centrally-supported staff development program.

6 The dissemination of findings throughout the system

The staff development standing committee has little influence over the
dissemination of information derived from college-based programs. However
it does have considerable responsibility for the dissemination of information

from a number of centrally-supported activities. For example, in
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applications for interstate travel, applicants must indicatoe tthe moans hy
which an evaluation of the experionces will he made available to othor
teachers and the TAFE system in general' (TAFE circular No, 11, 2/1978).

" In practice however most of the responsibility for the dissemination of
information after the activity rests with the individual. A similar comment
can be made in regard to overseas study tours. What does eccur is that a
listing of all roports held by the executive officer (staff doevelopment) is
included in the staff development circulars to all colleges and technical
schools. A major limitation of this form of dissemination strategy is that
teachers may not see the circulars or not realize a report's relevance due

to the generally short captions by which reports are described.

7 The promotion of ongoing research into system needs

The 1979 policy statement of the standing committee acknowledges the
importance of clarifying the needs and priorities of TAFE staff throughout

the State and recommends ongoing research for this purpose. It can reasonably
be expected that such research will be the major aim of a series of activi-

ties which the standing committee has referred to as special investigations.1

A major piece of research carried out so far has been the evaluation
of the needs of senior staff in TAFE, with particular reference to managerial
and administrative needs. This study was commissioned by the standing
committee, implemented by Professor Mackay and his colleagues of Monash
University, and may be regarded as an extremely important input to policy

formulation. This study will be discussed in Chapter 6.

Other notable research has been in the field of organizational
development and in the dnalysis of the needs of part-time staff and factors
affecting their teaching. Each of these studies was implemented by working
parties of the standing committee but has obtained major inputs from
external groups such as the State College of Victoria (Hawthorn) and TAFE

services.

Obviously the importance of ongoing research into the many aspects of
staff development is not underestimated at the State level and there appears
a growing commitment in this area. However it would seem that at least in

the short term most major research activities will be undertaken by external

1 The relevant section of the policy statement is as follows:

Special Investigations: This involves investigations of specific
matters of interest and concern to TAFE in this State. (TAFE Policy
Statement, 1979)
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research organlzatlons, Statoe College llawthorn and TAFE sovvices, und funded

by the standing committee.

This concludes a discussion of the seven major managerianl tusks of the
Victorian staff dovelopment standing committee. The next section will
explore the extent to which each of these tasks oporate at the college

level.

The Management of Staff Development at the Victorian College/School level

In order to gain an overall impression of how colleges and technical schools
manage their staff development programs an extensive examination of two
documents was carried out. These documents were (1) the submissions for
funding for 1978 and (2) the half year accountability statements for that
period. Each of these has been already referred to in the previous section.
It seemed appropriate to consider documents pertaining to the 1978 college
year as they could most likely provide valuable contextual information for

the major data gathering phase of this study later in the year.

Not all colleges and technical schools did in fact complete the funding
submissions and the half year accountability statements. It was noted
earlier that 15 of the 68 institutions eligible for staff development fund-
ing failed to make the relevant submission. In the case of the accounta-
bility statements only 44 of the possible 68 had been returned to the
Technical Schools Division within a reasonable time of the due date. Not-
withstanding, these responses provided an adequate sample for exploratory
purposes in this study. The documents gave some insigits into the conduct
of a number of managerial tasks in a broad range of colleges and technical
schools, even if the sample was not entirely representative of the total
population. They were particularly useful in regard to the types of aims
which guided the programs, the criteria used to allocate funds, the breadth
of program content and the overall decision-making arrangements in the
institutions. Some information was provided about the dissemination of
information derived from activities and the evaluation of those activities;
however both accreditation policy and the promotion of ongoing research
would not seem relevant managerial tasks at the college/school level.
Finally, it should be pointed out that where comparisons are made between
the data derived from the two documents, the samples of colleges and tech-
nical schools providing these two sets of data are the same. That is we
have presented analyses of only those submissions for funding from the 44

colleges which forwarded accountability statements. Prior comparable analyses
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Indicate that there wore na apparent difforoncos Indicnted botwoon the data
of this reduced sumple and that pravided by all colloges and technical

schools which completoed funding submisstony,

At the college and technicul schoo! lovel tho potley formulating body
is usually u statf dovelopment committes. This s the opinion of the
oxecutive ofticor (stalf development) and is ovident from an examlnation of
the accountability statements. Eightoen collegos/schools Indicated that
policy and funding decisions wore formilated by a staff devolopment committoe,
Four stated that such decisions were the prerogative of a group of heads of
department and four institutions had deslgnated a particular staff member
to control the staff development program. It was not possible to deduce the
decision-making arrangements in the remaining colleges and technical schools
which had completed accountability statements. However it should be noted
that 17 colleges within the Technical Schools Division do possess an
education services officer or staff development officer whose role includes
one of program co-ordination.1 How then do those in charge of staff develop-

ment at this level of the System implement each of the managerial tasks?

It should be stressed that the documents were not designed for the
purpose to which they were put in the present study. This necessitated, on
the part of the researchers, a fairly subjective assessment of the documents

within a framework developed independently of those completing them.

1 The formulation of aims

Twenty six of the colleges and technical schools which returned half year
accountability statements indicated the aims that had been adopted for their
staff development program during 1978. This was in response to a general
question asking information about the college/school policy and priorities

when allocating funds.z Table 4,2 summarizes the major aims mentioned.

Clearly the overall thrust of the staff development programs in these
colleges was directed to the teachers' improvement of classroom practices.
A feature of some programs was the emphasis upon educational administration
skills for hoth senior teaching and senior non-teaching staff. A notable
omission from the aims listed in Table 4.2 was any explicit aim related to

'junior! non-teaching staff and their continuing development. One final

1 The role of education services officers will be discussed in Chapter 5,
which deals with the specific staff development needs of these

2 Appendix 1 contains a copy of each of the documents which were examined.
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Tablo 4.2  The Major Alms of engh College and Tochnical Hchool
Seaflf Development Program

Numbar of collogos/schools which

Possible almg of atat'f dovelopment indicatod this as an aim

Skills divectly related to toaching 20
General educational development (not

directly related to current toaching) 10
Skills in edncational adminlstration 6
Skills in organlzing a staff members

own staff development 2
College (organizational) development 4
Other 3

point in regard to the formulation of aims should be mentioned. Very few
colleges or technical schools presented a specific set of program aims but
rather most indicated their aims at a very general level. The usefulness
of the item on the accountability statement to either the staff development
standing committee or the college/school itself is therefore open to

question.1

2 Financial, co-ordinating and decision-making arrangements

The criteria on which funds are distributed to staff for their continuing
development are extremely varied among the thirty colleges and technical
schools which supplied relevant data. Some of these criteria are purely
mechanical and without reference to a desired set of outcomes. For example,
four of the institutions divided the funds between departments on the basis
of number of staff and three others based the distribution on each depart-
ment's share of funds in the past. Some of the criteria involved an
estimate of the extent of change likely to result at the teacher, department

and college levels - 16 institutions mentioned this as a criterion. Within

1 the executive officer (staff development) has stressed that the purpose of
this item on the accountability statement was to encourage colleges and
schools to establish program goals. This has been a new experience for
them and he feels that the accountability statements dealing with 1979
have indicated a considerable improvement in the colleges/schools ability
to specify program goals.
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this criterion was the idea that funds should be directed to thotwe netivities
which would provide the maximam honofit to tho groatost mmber of stutf, A
fow colleges ludlcated n proforonco fovr activitios Inltiated and organl zod
within the college a4 thoy hollevod theso wove move 1ikoly to produce wide-
spread beneflt. By contvast, seme of the smatlor Instlitutions placed
rotlance upon centrally-suppovted activitlies as thoy themsolves tackel
sufficlont oxportlse to lmplemont courses amd numbors of staft to make such

courses u worthwhlile proposition,

Requests for funding for staf'f development programs hasod upon theso
sorts of criteria and the above mentionud aims amounted to $331,554 from 29
colloeges and $79,715 from 24 technica!l schools. This was cquivalent to
average requests of $11,432 and $ 5916 respectively. A summary has been
provided in Table 4.3 of the amount of funding requested for staff develop-
ment programs in 1978, together with a summary of the amount of funds
allocated for this purpose. An amount of $183,400 was allocated to all colleges
(average : $5916) and $46,600 to ull technical schools (average : $1294),

Table 4.3 indicates that wide discrepancies existed between the amount
of funding requested and the amount allocated. However such discrepancy was
not evenly spread and many colleges and technical schools requested funds
according to the guidelines suggested by the staff development standing
committee. In contrast, other instituions requested more than twice their
previous year's allocation, and one institution requested thirteen times
that amount. Evidently these institutions either did not take the guid -
lines seriously or else the decision-making arrangements within the

institutions were not consistent with such guidelines.

Staff development activities that comprise these programs can be
usefully characterized along a number of dimensions. These are (1) organizer
of activity, (2) type of participants, (3) content or specialist field,

(4) major aim of activity, (5) type of activity, (6) location of activity,
(7) number of participants attending activity, and (8) cost of activity.
Some of these characteristics are more suited to a description of the
specification of program content and hence are discussed in the next section;
others are more relevant to the criteria discussed above and are considered
here. Data concerning individual staff development activities were provided
by both documents. Firstly, the submissions for funding suggested the types
of activities which those in charge of staff development thought appropriate

for the 1978 college year. Secondly, the accountability statements
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Tuhlo 4,35 The Amount_of Fupnding Requested by Golloeges/Sehools tur
Seult Davelopment in 1978 and the Amount of Fundin
Rece Lved_Tor this Purpose

Amount of funding TALE collogos Toechnical schools

$ No. requesting No, granted ﬁb. voquesting  No, granted

this amount this amount this amount thiy amount
0 - 499 - - | 4
500 - 999 - 2 9
1000 - 1999 - s 4 I8
2000 - 2999 3 2 5 3
3000 - 3999 l 7 3 l
4000 - 4999 4 4 1 1
5000 - 9999 4 10 - -
10,000 - 14,999 9 4 3 -
15,000 - 19,999 4 0 - -
20,000 + 4 1 - -

indicated the types of activities which actually occurred in the first six

months of that year. Both sets of data are reported.

Organizer of activity - centrally supported or not? This question

appeared logically to be the first to ask since one of the characteristic
features of the Technical Schools Division staff development program is its
balance between a centrally-supported set of activities and a college-
initiated program encompassing activities provided by & wide variety of
organizations and personnel. Table 4.4 summarizes both the submissions for

funding and the accountability statements in this regard.

It is quite difficult for colleges and technical schools to assess in
any detail what funds they may require for centrally-supported activities
in the following year. This is because at the time institutions make their
applications for funding the program for centrally-supported activities has

not been finalized.

Colleges and tecimical schools were also asked in their accountability
statements to state whether the activities were college organized or
externally organized. This latter category would of course include the
centrally-supported activities described above. Twenty five per cent of
activities were organized by the college and seventy three per cent initiated

externally by industry, teaching associations and other organizations.
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Table 4.4 The Characterization of Staff Development Activities According
to Whether They Were Centrally Supported or Not

%
% activities in
Support for activity activities in accountability
submission statement
(N=672) (N=385)
Centrally-supported activities 13.4 9.4
Non-centrally-supported
activities 86.0 87.0
Unspecified .6 3.6
Participants of staff development activities - 'target users'., One of

the major decisions a staff development committee must make is who in the
institution is eligible to attend activities and to whom will funds be
allocated for that purpose. Most of those in charge of staff development
would agree that all categories of staff are eligible to attend staff
development activities. It is interesting therefore to examine the extent
to which each of these categories are represented in the proposed and actual

programs. Information about this issue is contained in Table 4.5.

The rather high number of 'unspecified' activities in the accountability
4tatements is a result of some colleges and technical schools listing
activities at an extremely general level (even though the names of partici-
pants might: have been included). Included in Table 4.5 is the percentage
of TAFE staff employed by the Technical Schools Division for each of the
three major categories at the end of 1977. It is apparent that while there is
a substantial group of part-time lecturers employed, the college staff
development committees do not consider this group to be of high priority in
the planning and implementation of their programs. Alternatively, those
committees might feel that part-time staff are unwilling to participate in

the staff development program.

It is also of interest to examine the specialist fields of those
atvending staff development programs. In Table 4.6 are listed the percentage
of activities attended by staff members of each of the major teaching fields
and non-teaching areas. Where appropriate we have also included an estimate
of the percentage of staff in each of these specialist areas in the TAFE

sector of the Technical Division. This estimate is based upon the number
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Table 4.5 Participants in Staff Development Activities Grouped
According to Their Role in the College/School

% of activities % of TAFE staff

Category of % of activities in accountability employed by the Technical
participant in submission statements Schools Division in 1977

(N=672) (N=385) (TEC Statistics 1978)
Full-time
teaching staff 84.2 67.6 48.9
Part-time
teaching staff 0.4 - 36.9
Newly inducted
teaching staff 0.3 0.3 -
Non-teaching
staff 9.9 15.7 14.2*
Teaching/non-
teaching staff 1.5 0.5 -
Unspecified 3.7 17.9 -

* This figure does not include part-time non-teaching staff.

of student enrolments in each of the categories for streams 1-5 at the end
of 1977 (TEC Statistics 1978), and which provides the basis for college and

technical school staffing.

Staff from almsst all specialist fields of teaching are represented in
both the proposed programs and those which were implemented. Unfortunately
the rather large amount of missing data in the accountability statements
severely limits the direct comparisons which can be made between the first
two columns of data and between the second and third. However it is fairly
clear that staff representation, as defined by their area of specialization,
in the funding submissions closely parallels their representation generally
in technical and further education. There were two marked exceptions to
this. In both the fields of business studies and general studies the number
of participants in proposed staff devélopment activities appears dispropor-
tionately low. Although it could be expected that a large number of the
unspecified category might be related to these ! ¢'Js, this would not

entirely explain the discrepancy.

Number of participants attending the activit.<s. It was decided to

examine the number of participants at each of the proposed and implemented
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Table 4.6 Participants in Staff Development Activities Grouped
According to Their Area of Specialization

% of proposed

activities with % of activities % of staff

Area of specialization participants from with participants employed in this
this area from this area specialist field*
(N=672) (N=385)

Applied Science 2.8 5.5 5.8
Art and Design 4.2 1.8 2.7
Building 12.2 6.5 11.5
Business Studies 5.7 4.9 18.1
Engineering 32.7 16.1 30.7
Rural and Horticulture 2.7 3.9 2.7
Music 0.1 - .2
Paramedical - - 0.1
Industrial Services 4.2 4.7
Personal Services 8.6 2.8
General Studies 7.5 20.6
Administration 5.2 not available

Educational Services,

Library 5.8 7.0 not available
Other 2.8 1.7 -
Unspecified 14.9 27.3 -

* In effect this refers only to teaching staff,

activities. This is relevant to a number of issues. . For example, there is
a suggestion in the literature about staff development that staff members
who attend the same activity are able to gain support from each other on
returning to the college situation, thereby facilitating the introduction
of ideas and skills learnt from the activity. At the organizational level
the number of staff attending an activity can be related to the flexibility
of departments in their release of staff for staff development purposes. A
shift in focus between the planning phase and the implementation phase of
the 1978 program is evident from an inspection of Table 4.7. One reason
could be that when departments are faced with staff requests to attend
activities, their organizational procedures are not as flexible as is
suggested from an examination of the submissions for funding. Staffing
provisions might not allow more than one staff member from a department to

attend a staff development activity.
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Table 4.7 The Number of Participants Attending Staff Development
Activities in 1978

% of activities

% of proposed with this number of
activities with this participants in
Number of participants number of participants accountability statements
(N=672) (N=385)
1 19.8 54.3
2 -5 35.5 29.1
6 - 10 12.6 5.7
11 - 19 8.0 1.8
20 - 29 5.2 1.0
30 - 49 1.0 2.1
S0 - 100 3.0 1.3
100 + .9 -
Unspecified 14.0 4.7
The costs of individual activities. Cost is another important

characteristic of a staff development activity as it directly affects the
breadth of coverage a program may adopt during a period of limited funding.
Table 4.8 is a summary of the expected costs per activity for those
activities in the proposed programs together with comparable details for

the activities undertaken in the first half of 1978.

Table 4.8 Cost of Staff Development Activities in Both the Submissions
for Funding and the Half Year Accountability Statements

for 1978
% of proposed
activities with % of activities
Cost ($) this cost with this cost
(N=672) (N=385)
< $100 23.5 72.2
100 - 299 39.1 15.6
300 - 599 18.5 6.0
600 + 15.3 2.0
Unspecified 3.6 4.2
62 /
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Location of activity. The location of a staff development activity

is an important characteristic for several reasons. Firstly, those activi-
ties which occur at a substantial distance from the staff member's college
or technical school are likely to cause greater disruption to the organiza-
tion and the individual staff member. To compensate one might expect
greater and possibly different benefits in return. Secondly, there is a
large group of educators (e.g. Eraut, 1972) who believe that college-based
activities, i.e. activities occurring within the college organization, are
more likely to result in enduring outcomes. However the applicability of
this proposition to the sorts of outcomes relevant to technical and further
ed,zation is untested. Table 4.9 outlines the characteristics of both the
proposed activities and those which actually occurred in regard to their

location.

With many of the activities it was extremely difficult to be specific
about the location of the stated activity. This was particularly true in
the assessment of those activities comprising the proposed programs, as the
researchers were less certain, at that stage of the study, of the precise
nature of many of the activities listed. However it is reasonable to
assume that the great majority of activities listed as unspecified was

either college-based or local, and more likely the latter.

It is apparent from an examination of both documents that the
appropriate locality for staff development activities will differ according
to the type of institution. For example, the submission for funding and
the accountability statement of a particular mono-purpose college can be

summarized as follows:

Anticipated activities in 1978 (a) Specialist Conference, Sydney

(b) Specialist Conference, Sydney
(c) World Congress 1978, Singapore

(d) Teachers Association Conference,
Sydney

(e) Seminars to be arranged

Activities which occurred in (a) Training Course, Sydney
first six months of 1978

(b) Seminar (local)

(c) Residential Conference
(intrastate)

(d) Short Course (local)
(e) Specialist Conference, Sydney

(f) Specialist Conference, Sydney
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Table 4.9 The Location of Activities Described in Both the
Submission for Funding and Accountadility Statements

% of proposed

activities with % of activitins

Location of activity this location with this lecation

(N=672) (N=385)
Within the college 12.9 NS
Local 12.5° 41.0
Intrastate 19.8 20.8
Interstate 15.3 9.4
Overseas 0.9 0.3
Unspecified 38.5 20.0

In contrast many of the activities listed in both documents from rural
colleges and technical schools involved intrastate travel, either attending
activities in Melbourne or attending those more regionally based. Each of
these examples clearly has implications for the proposition regarding the
appropriateness of college-based activities in technical and further

education.

3 The breadth of program content

Decisions made about approporiate aims for a college/school staff development
program influence the breadth of'program content. Similarly decisions about
who is to .attend activities and the amount of funding available influence

program coverage.

This section is concerned with the content of staff development
activities - what is the activity's major aim and in what specialist area

of knowledge is it focused?

The major aims of staff development activities. The major aims of

staff development programs for colleges and technical schools have already
been identified. It is therefore interesting to examine the major aims of
the activities proposed for 1978 and those which occurred in the first six

months of 1978. Data concerning this is shown in Table 4.10.

Both the major aims 'skills in specialist field' and 'skills in teach-

ing method' are aims related to a staff member's teaching performance.
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Table 4.10 The Major Aims of Proposed Activities for 3978
and Those Which Occurred in the First Half Year

% of proposed % of activities
activities with this occurring with this

Major aim major aim major aim

(N=672) (N=385)
Skills in specialist field 38.7 40.0
Skills in teaching method 6.5 11.9
Understanding of a broad
range of educational
concepts 18.0 26.5
Skills in management and
administration 1.8 4.7
Department/College
development 4.3 1.1
Other 0.9 1.8
Unspecified 29.8 14.0

These results are consistent with the main aim of the staff development
program for colleges and technical colleges identified earlier, viz. skills
directly related to teaching. The category 'understanding of a broad range.
of educational concepts' may need some explanation. Many of the activities
appeared not to relate to the everyday activities of the teacher. Rather,
their possible outcomes could either indirectly affect current teaching
practice or produce effects in the future. One example of an 'indirect’
outcome would be an increased understanding of TAFE and an example of a
future-orientated outcome would be a furthering of one's knowledge about the
kinds of curricula operating in other colleges. Again the high number of
activities from the funding submissions which could not confidently be

classified should be noted.

Specialist area of knowledge. Another indicator of the breadth of

program content is the specialist area of knowledge which characterizes a
staff development activity. Some activities will be focused in one particu-
lar area while others may involve differing areas of knowledge. To gain
an indication of the breadth of program content related for example to the
aim 'skill in one's specialist area', one could ask the question: For all
those activities which possess this as the major aim, what specialist
fields were represented in these activities by the particivants? Cross-

tabulation data specific to this question are reproduced in Table 4.11.
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Table 4.11 The Area of Specialization of Those Activities which
Possess the Major Aim 'Skill in a Specialist Area'

% of proposed
activities in
this area of

% of activities
occurred in this area

Area of specialization specialization of specialization
(N=260) (N=154)
Applied Science 2.7 8.4
Art and Design 6.5 3.2
Building 15.4 12.3
Business Studies 3.1 3.2
Engineering 42.3 21.2
Rural and Horticulture 2.3 7.8
Music - -
Paramedical - -
Industrial Services 5.8 6.5
Personal Services 7.7 14.3
General Studies 0.4 5.8
Administration 1.2 3.2
Education Services
(including Library) 8.8 9.7
Other 1.6 0.6
Unspecified 2.3 3.9

The breadth of program content when viewed in this way is extremely wide,

covering most fields of teaching and non-teaching.

Closely associated with the content of a program is the strategy by
which that content is delivered to the participants. For the purpose of
the present analysis it was sufficient to use a fairly straightforward
classification of the different types of strategies employed. This is in
contrast to attempts such as that by Tisher (1978) which grouped staff
development strategies utilizing criteria analogous to those established by

Bloom (1956). The resulting classification provides a basis for Table 4.12.

Colleges and technical schools are prepared to use a wide range of staff
development strategies within their staff development program. The tradit-
ional forms of staff development activity such as lectures, seminars and

conferences, still figure prominently in college programs. Also valued
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Table 4.12 The Types of Strategies which Characterize‘
Staff Development Programs

% of proposed % of activities
activities utilizing which utilized this
Type of strategy this strategy strategy
(N=672) (N=385)

Information including

journals, films 0.4 1.3
Meetings (e.g. subject

association) 1.0 4.9
Lectures/Seminars 13.8 20.0
Conferences 14.7 23.1
Workshops/Deminstrations 5.8 13.2
Courses/Training programs 8.0 12.7
College visits 9.8 5.8
Industrial visits 16.9 7.3
Visits, not coded above 4.0 1.0
Residential conferences 3.6 2.9

Other 4.4 4.4
Unspecified . 17.6 3.4

highly are visits to other colleges and industrial or commerical businesses.
However in practice fewer staff attended these activities than is indicated
by the proposed program. This raises the question of the ease with which
staff can make effective contact with industry and commerce so that they
may keep abreast of current trends. A number of documents included some
activities which were interesting in that they indicated the breadth of
what colleges view as lepitimate staff development activities. Among these

were the following:
(a) accreditation and moderation meetings;
(b) staff dinners;
(c) staff development reference materials and texts related to teaching;
(d) membership of professional organizations;
(e) fees for tertiary education.

These strategies for staff development represent very much a broadening of
what many in the past have thought to be appropriste,staff development

activities.
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In brief, program content is broadly conceived and the strategies by
which it is presented are extremely diverse. While the major focus of
activities is upon the staff member's specialist knowledge, there are a
broad range of aims within the program. The content is relevant to almost
all full-time staff in technical and further education and staff are given
the opportunity to achieve the program aims by means of a wide choice of

strategies.

4 Dissemination and evaluation of college-initiated programs

Colleges and technical schools were requested to supply information regarding
'method of evaluating programs' in the accountability statements (TAFE

Staff Development Instruction Document 1978/3). This provided some useful
information about the ways in which institutions evaluated their programs

and then indirectly how information about the activities was disseminated.

Twenty-one colleges and technical schools stated that staff who
attended activities were expected to complete an evaluation form on their
return to their department. Usually this was presented to the head of
department and/or the staff development committee. Eleven colleges and

‘ technical schools relied upon verbal reporting to their departments as an
evaluative procedure. Dissemination of information derived from activities
was generally of an informal kind and relied upon participants discussing
their experiences with their departmental colleagues. Only rarely was a

more formal procedure mentioned.

Twelve colleges and technical schools failed to answer this aspect of

the accountability statement.

5 A comment on the college/school level analyses

This concludes an examination of how TAFE institutions in the Technical
Schools Division manage their staff development programs. As mentioned at
the beginning of the chapter its aim was largely descriptive but at the

same time it was intended to highlight some of the issues that are relevant
to an evaluation of staff development. Most importantly it indicated the
difficulty of generalizing from data collected en masse from institutions.
Often sections of the accountability statements were left incomplete or
interpreted differently by those responding. A lack of clarity of definition
was evident on a number of occasions and some of the categories which this
study imposed on the data proved difficult to use. Nevertheless it proved

a useful exercise in that it enabled a far clearer picture of staff

Vs
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development in the Technical Schools Division to emerge than would have
otherwise been possible. It was therefore a valuable first step in the

development of an evaluative methodology for staff development.

The Role of the Staff Development Support Unit

Linking the college-initiated programs and the centrally-supported activities
is a staff development support unit. 1In 19781 this unit consisted of five
staff, two of whom acted as consultants and were executive officers of the
staff development standing committee. The remaining staff members were a
full-time printer, a full-time typist and a part-time administrative
assistant. The consultancy staff for this unit is not funded from the
Special Purpose Grant {(Staff Development) but from the general recurrent

- financial budget of the State Education Department. This unit serves four
major function52:

1 promotes a better understanding of the aims and processes of staff

development at both the college and staff level;

2 co-ordinates the use of relevant resources between TAFE colleges and
schools;
3 disseminates information concerning staff development activities which

have been held and which may be of use to a wider audience;

4 assists staff and institutions in the management of their own staff

development programs.

These represent the major concerns of the Staff Development Support
Unit. It is noticeable that one of their major functions is not the
development and teaching of courses - rather their role is to co-ordinate
relevant resources so that this may be done.

The diagram in Figure 4.1 summarizes the relationships between the

three components of the Victorian Technical Schools TAFE Staff Development
Program,

In 1979 this unit expanded to incorporate a co-ordinator - the executive
officer (staff development) - two consultants as well as the three
support staff.

2

The source of these four functions is the TAFE Policy Statement, 1979,
paragraph 11.6.
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The Management of Staff Development in the Department of Further Education

The oyérall management of staff development in the South Australian Department
of Further Education is the responsibility of a Staff Development Committee.
The Department's belief is that staff development needs are best met through
a centrally organized approach rather than through a number of independent
college initiatives. The committee has equal college and Head Office repres-
entation and, in addition, possesses a permanent executive. This eleven-

person committee consists of the following members:

Executive
Chairman: Deputy Director-General (operations)
Secretary: Principal Education Officer (in-service)

Executive Officer

College Members

Principal Representative: nominated by the congress of principals
Representative of Senior Lecturers (Staff Development)

Two Lecturer representatives

Head Office Members

Administration Division Representative

Representative of Regional Superintendents
Resources Division Representative

Superintendent (Training and Development)

There are three other elementé which are important in the management of
staff development within the Department of Further Education. The first is
line management.1 In the Department all senior staff have responsibility
for staff development and must provide staff development services in
colleges. This includes the analysis of staff needs, implementing appropriate
staff development programs and evaluating program outcomes. Secondly, there
is a group of six full-time staff development officers. These senior
lecturers (staff development) assist Principals in eleven metropolitan
colleges in a wide variety of staff development activities. Thirdly, there
is a staff development support unit - the Training and Development Branch -
which provides general in-service programs and assists colleges, senior
staff and individual staff members to fulfil their staff deveopment responsi-

bilities. Policy formulated by the Staff Development Committee relates to

1 Line management is a term used by the Department of Further Education to
refer to senior staff who possess managerial responsibility,
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each of these three elements and therefore this committee represents the
main policy generating structure for the Department's staff development
program. Policies generated in this manner are then recommended to the

Director-General of Further Education for approvai.

Before each of the managerial tasks are examined at the system level,

a number of points would be helpful.

A major conference was held during August 1978 and attended by the
Staff Development Committee, In-service Section of the Training and
Development Branch1 and Senior Lecturers (Staff Development). This confer-

ence had four purposes:

1 to arrive at a recommended philosophy and goal of staff development

for both teaching and non-teaching staff of DFE;
2 to recommend priorities of activities towards such goals;

3 to allocate areas of responsibility and co-operation for the four main

Departmental 'agencies' formally devoted to Staff Development;

4 to recommend staff development activities to Colleges and Head Office

branches, which may require further investigation or negotiation.

A report of this conference has been produced and a series of recommenda-
tions directed:to the Staff Development Committee for their consideration
(DFE Report 613, 1978). While this report is very much a working document
it does indicate the direction of Departmental thinking in regard to staff

development.

Secondly, a review of the work and organization of the Training and
Development Branch and its Centre (both In-Service and Ex-service) was
instigated by the Director-General of Further Education in May 1978. The
review committee had the following four terms of reference:

(a) to examine the educational effectiveness of programs offered by the

Branch to the Department of Further Education, the Public Service
and the Private sector; )

1 The Training and Development Branch also provides 'ex-service' programs
to all departments within the Public Service as well as private organiza-
tions. Unless otherwise stated, when reference is made to the Training
and Development Branch/Centre in this report it refers to the In-service
Section. The In-Service Section is that component which focuses upon
Department of Further Education staff.
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(®) to examine the expected nature of market demands in all sectors for
existing and new training and development services in the next two
years and five years;

(¢) to report on the resources, physical and manpower, which will be needed
to service expected future programs in the next two years and five
years;

(d) to recommend on the most appropriate ways in which the Department and
the Branch should organize to meet these demands and take initiatives
in the training and development field in the future. (Review Committee
Report 1979)

The repor: os this committee provides valuable inforration concerning
both current staff development practices and possible changes of emphases

which may occur in the near future.

Finally, and this is suggested by both the above points, the staff
development progyram within the Department of Further Education gccurring in
1978 was experiencing a period of close scrutiny by those in colleges and
Head Office. One must keep this in mind in the following description of

the DFE staff development program and in subsequent chapters of this report.

A discussion of each of the managerial tasks at the system level

follows.

] Formulation of aims

The Staff Development Committee is responsible for the formulation of
overall priorities and guidelines for the staff development program. Policy
vegarding staff development in the South Australian Department of Further
Education is expressed in general rather than specific terms. For ecxample,
the 1978 Handbook refers to staff development in the following manner:
For any organization to develop and advance, it is necessary for the
members of that organization to develop and advance. The various
activities associated with the Staff Development Committee are
designed to enhance the professional and personal skills of the
persons undertaking them, and concurrently to increase the depth of
knowledge and experience employed within the Department. (DFE Handbook,
1978)
The latter sections of the Handbook do not expand the e¢xact meaning attached

to the above understanding of staff development.

The Training and Development Branch presents a somewhat more explicit
understanding which closely resembles the broad definition of staff develop-
ment found in Chapter 3 and taken from Marsh ({976). The Branch argues
that staff development embraces all the planned experiences that staff
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undergo from every source for the purpose of extending competence,

efficiency, effectiveness, satisfaction and health (Trainiug and Development
Branch communication, 1978). The essential features of this extremely broad
view of staff development are congruent with the working definitions adopted

by the Branch review committee:

For the purposes of this Report, training and development is under-
stood to include educational activities or series of activities,
generally of a short term nuture, designed to improve employees'

job performance and their understanding of the work environment.

In addition, there is developmental work with clients, based on the
identification of needs and aspirations through a tonsultative

process which normallv requires longer term programs. (Review Committee
Report 1979)

This second definition is useful in that it emphasizes tt- roles
which characterize a staff development program - the acquisi. v
skills and the development of attitudes and more general unders 35

related to educat}on. The rationale for this view nof training and develop-
ment is clearly presented in the Training and Development Handbook (1978)

and parallels the rationale for staff develcpment dsscribed in the second
chapter of this report. it notes that long established values and procedures
are under challenge and review and that many issues such as industrial
democracy and wrganizational accoun:abilit) as well as technolagical

advan.es will result in future organizations being siynificantly different
from what they are today. A further perspective guiding the DFE staff
development program is that the progrem must exemplify tho overall philosophy
which characterizes all educational programs ot the Department (DFE Report
613, 1978). It must therefure be consistent with the principles of life-
long learning, utiliration of community resources, open access for all

staff, both teaching ard non-teaching, and cverall educational development.
As a result one would expect that the staff development program would

reflecs a developmental or growth model approach and the further education
of staff rather than the deiicit model described earlier in this chapter

which focuses on their weaknesses in particular skill areas.

The thrust of the program is to the development of the organization
as well as the individual staff member. This close association between
the development of organization needs and the needs of the individual is
evident in the following statement taken from the Training and Development
Handbook (1978)!
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Training and developmen:, then, is an attempt to enable all
individuals to develop 'hemselves in a way that provides for
maximum personal satisfaction and at the same time maximise
organizational effectiveness. Further, it looks towards the
development of Departments, Sections, Branches and work groups

as effective, self-managing, healthy and productive environments

in which to work.

It is against these rather broadly defined understandings of staff
development that the three specific aims which form the basis of the
Department's submission for the 1878 Special Purpose Grant (Staff Develop-
ment) must be interpr\ted.1 These were:

(a) to provide a staff development servige to colleges from the Training
and Development Centre; =

(b) to improve staff development activities at college level by the
appointment of coll ;ge based Senior Lecturers (Staff Deveiopment);

(c) to provide programs in methodology for all newly entered lecturers.
(DFE personal communication, 1978a)
In summary responsibility for the formulation of the aims of the program
rests with the Staff Development Committee. However while it is possible to
"distinguish the rationale and general program aims for 1978, specific aims
for this period are not easily discernible. An exception to this is the

provision of teaching methodology courses for all newly entered lecturers.

2 Financial, decision-making and co-ordinating arrangements

Guidelines and priorities adépted by the Staff Deve!rpment Committee affect
both financial and procedural aspects of the program. For example, the
three specific aims identified above for the 1978 program were considered
when allocating funds for that period. TAFEC funds for staff development
were allocated according to the breakdown in Table 4.13.

The Special Purpose Grant (Staff Development) amounted to $267,000 for
1978 and the remainder was provided by the general recurrent f£i- ... ial
budget of the Department of Further Education. 2

There are two notable features of this allocation of resources.

Firstly, there is a large salary component amounting te approximately

1 A further influence upon the formulation of these aims was the guidelines
. laid down by TAFEC for fundiny from the Special Purpose Grant (Staff
Development).

'2 As in the case of the Victorian TAFE system, substantial funds from generai®
recurrent sources augment these special allocations.

75 —
83



Table 4.13 Allocation of Funds Derived from the Special Purpose Grant
(Staff Development) in the Department of Further Education

Percentage
Amount of total
allocated allocation
$
1 Lecturing salary costs
3 lecturers at Training and Development
Centre
6 senior lecturers (staff development)
3 weeks salary of beginning lecturers
at induction courses 191,000 64.5
2 Non-teoching salary costs
1 Education Officer
3 support staff (70%) 15,000 5.1
3 Non-salary costs
Related contingenciesa
Interstate conferences 90,000 30.4
Total 296,000 100.0

2 This will include salaries for replacement staff in the cases where
permanent staff are absent from colleges for lengthy periods, attending
staff development activities, while receiving full pay.

70 per cent of the total budget and which includes the salaries of new-entry
lecturers attending induction courses. Secondly, colleges were not
responsible for any portions of the TAFEC grant for staff development.
However the 1977 Handbook indicated that during 1977-78 the Staff Develop-
ment Committee would be prepariﬁg guidelines for allocation of a significant
amount of the staff development budget to be used at the discretion of the
colleges (DFE Handbook 1977). At the time of writing of this report the
colleges had begun to receive some funding.

As well as recommending to the Deputy Director General (operations)
the allocation of funds based upon the priorities which it adopts, the
Staff Development Committee has a variety of decision-making and co-ordinating

functions to perform.

I,These functions were redefined in January 1978. This again indicates the
period of close scrutiny the program is experiencing.

§6
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The administration of the interstate conference line of the budget is
the responsibility of the committee. Interstate visits for staff development
purposes are also includnd in this aspect of the program and funded from the
staff development budget. All staff wishing to travel interstate for either
of these purposes must make an application to the Staff Development Committee,
regardless of whether funding is required for travel costs, accommodation
or conference registration. An examination of records for the period
July 1977 - June 1978 indicated that 54 DFE staff made successful applica-
tions for interstate travel to either attend conferences or visit colleges
and/or industry. Twenty-eight of these staff were at least partially funded’
from the conference line. A small number were funded from branch or college

general budgets. A substantial group appear to have received no funding.

The Staff Development Committee also administers various other staff
development activities such as release time scholarships, errseas scholar-
ships, overseas conference attendance, industrial leave and study leave.
Except for overs2as conference attendance1 these are not funded from the
Special Purpuse Grant (Staff Development). The recommendations of the
Staff levelonasnr Committee may not always te implemented. 1In the case of
oversas scholarships for 1978, four were recommended to the Director

General of Furtier Education but only two were subsequently approved.

T.e Staff Devriopment Committee also co-ordinates the various staff
development resources within the Department of Further Education. In
practice this has been delegated to the Superintendent of the Training and
Development Brancd  Of main concern in this area are the operations of the
Training and “evelopeznt Centre and the varjous emphases adopted by it.
For example the ueployment of Training and Development staff into the many
possible facets of staff development is the responsibility of the Super-
intendent  cCo-ordinaticn of the staff development nrogram with the
Curiicalvu B uch of the Départment is » Further responsibility. The
Training and Development Branch programs vhich are relevant to specific
curricula have been extremely limit~: -ipce 1876, a poant noted in the
Cu:riculum Branch's report to the Review Committec (Curriculum Branch
keport 1978). That report urges a gi -atur degree oY co-ordination and

interaction be*weenr both Branches and their stafd asve'upmest resources.

-

! Dui ng the 1¢v7-1978 period, vour staff veceived at least partiat funding
for tnis purpose.
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An important aspect of -, -weinat.on of staff development resources

within the hepartment of Furtl cation is the deployment of six senior
lecturers (staff development) . the colleges. This is largely an
Operations Branch matter. > - nast decisions in this regard have been
made by the Deputy Directo «ral (Operations) on the recommendations of

both the Superintendent of the Training and Development Branch and the
Principal Education Officer (In-service). For the period beginning 1979
the location of these personnel has been decided after extensive discussion
with college principals. These senior lecturers (staff development) are
directly responsible to the principals of those colleges in which they are
working. It is evident that this is generally accepted as an appropriate

role by these personnel (Evaluation Report 294/E, 1975).

The Staff Development Committee has certain other functions which it
performs but these are better treated in following sections of this program

description.

A brief note can be made in regard to staff development funding at the
college level. Principals can approve funds for certain staff development
activities such as local conferences, seminars and workshops run outside of
the Department of Further Education. These monies are debiic~d against their
general travel budget and do not qualify directly for the Special Purpose
Grant (Staff Development).

3 The breadth of program content

The Staff Development Committee exerts control both directly and indirectly
-over the breadth of program content. Direct control is manifest in the
administration of interstate conferences and visits, overseas travel scholar-
ships, industrial leave and study leave. It is also indicated in the
specification of the third program aim for 1978, viz. the provision of
induction courses for new-entry lecturers. However most of its control

over gsragram content is less direct, in so far as that content is defined
by the operations of the Training and Development Branch and the college-
based senior lecturers (staff development). This section considers each

of these content-relar2d issues.

Attendance at interstate conferences and interst_te visits to industry,
commerce and other educational institutions is regulated-by the Staff
Development Committee. Two features of those participating in this aspect

of the program during 1977-78 require comment. Nearly all areas of
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specialization were represented among the 54 participants. The major
emphases appeared to be in the arcas of personal services, such as food and
catering, engineering, migrant languages and media production. In contrast
no staff specializing in music attended an interstate conference or made an
interstate visit according to the records supplied by the committee.
Secondly, there are 29 colleges established in the Department of Further
Education. Staff travelling interstate for staff development purposcs came
from nine colleges which, in total, represent about 75 per cent of all full-
time teaching staff in the Department. All of these colleges were in

metropolitan Adelaide and none were in rural areas.

Overseas scholarships present a similar picture. An examination of
those already funded indicates that the Staff Development Committee takes
a very broad view of what it considers valuable areas with which this aspect
of the program should be concerned. Both specific areas of teacher
specialization and system-wide policy issues characterize these scholarships.
The two approved in 1978, for example, focused on ‘unemployed youth and
special education' and 'external studies operations in Europe'. Again, no
rural colleges have been represented among the participants of the overseas
scholarships program. This program, as well as the conference and inter-

state visit program, are examined in move detail in Chapter 9 of this report.

A major focus of the staff development preyram is defined by the
operations of the Training and Developen! Bran n. Juring 1978 it was in-
tended that the Training and Developmer. sraff yvould hLe deployed in a

manner summarized by Table 4.14.

The major emphases of the staff 2w’ - ‘t program defined by the
Training and De'- .>pment Branch are cleari, related to teaching methodology
and college dev«lurm 5. zsic methodology includes two types of courses.
The first is a cor- = "~v .cwly inducted lecturers which is held on thiree
occasions each vi - it 1s usuaily referred to as the NELMIC course. The
second is for part-t.se lecturars with little prior teaching experience. -
Advanced methodolugy is directcs towards experienced teachers, both full

and part-time, and involves consultancy courses and mini courses.

Of all teaching methodology courses offered by the Training and
Development Branch most rtfort goes into the NELMIC program. This three-
week course is relevant to Luth s*taff of the Department of Further Education
and staff from outside organizations jincluding other departments of the

Public Service. This mix of ciieats is seen as an important feature of
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Table 4.14 The Allocation of Training and Development Staff Time to
Various Staff Development Activities in the Department
of Further Education

Staff development activity % of total staff time

1 Teaching Methodology

Basic - NELMIC* 18

- part-time lecturer's course 4

Advanced - (both part-time and full-time) 20

2 Management Development 3
3 College Development 28
4 Administretion 17
5 Personal development/research/publication 10

* New entry lecturer's methods and i.uuction course.

, Branch activities. During 1978 122 staff attended the NELMIC program.1
Forty-nine of these were lecturers in the Department of Further Education,
most of whom had commenced employment within the Department during ;978.2
The remainder were training officers in industry, commerce and government.
The part-time lecturer's methodology courses were attended by 161 stafy in
that period, and we can assume that nearly all would have been part-time

lecturers in the Department.3

The Training and Development Branch is also heavily ccmmitted to
programs focused on organj-at‘onal effectiveness and the further deVelopment'
of appropriate organizati ' :1 processes. These activities necessarily
involve long-term consultancy and the Branch is able to provide external
consultants or 'change age s' for this purpose. The Branch also organizes

educational administration and staff management short courses as the need

1 These and figures related to part-time teaching methodology courses are
based upon monthly reports of the Trair ng and Development Branch.

2 A total of 38 full-time teaching staff were e¢mployed under the Further

Education Act during 1978. Thirty-two of these were classified at either
the Lecturer I or Lecturer II level.

3 Other courses for part-“ime teaching staff were run by senior lecturers
(staff development) without assistance from the Training and Development

Branch.
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arises during a college development activity. In 1978 the Training and

Development staff were involved in four college development programs.

A notable exclusion is courses directed towards the lecturer's area
of specialist knowledge. Traditionally it was felt by those of the Training
and Development Branch that these were not its responsibility. This area of
staff development activity has recently been taken over by the Curriculum
Branch, or more specifically the various specialist curriculum committees
which are co-ordinated by the Curriculum Branch. The Training and
Development Branch views that while responsibility for i.... courses
remains with the curriculum committees it could play a significant role in
two ways: (1) increasing staff development skills and other relevant
abilities of committee members, and (2) assist in the design and implementa-
tion of curriculum-based activities (In-service Statement 1978), The
direction towards college-based curriculun development which the Curriculum
Branch is adopting and the emphasis upun college (organizational) development
of the Training and Development Branch would suggest a closer working

relationship between the two in the future.

A second notable area of exclusion is courses related to the staff
member's per >nal development. This is an area where Training and Develop-
ment (In-service) staff feel that activities need not be directly offered.
Rather such programs are better implemented at the college level in the
context of a college development program. Department of Further Education
staff may still avail themselves.of the many courses offered in this area
by the Ex-service component of the Training and Development Branch,
Unfortunately no figures are available to indicate the  extent of DFE

participation.

In brief the Training and Development Branch has been largely involved
in centrally-administered teaching methodology courses for new-entry lect
ers, part-time staff and experienced staff. To a lesser extent it has been
involved in college development and a whole range of consultancy services.
There is likely to be greater emphasis in the forthcoming period on more
ficld-based® staff development. This approach has already been suggested in
resation to closer liaison with the Curriculum Branch and senior lecturers

(staff development) (In-service Statement 1978).

Another major component of the staff development budget is the salaries

of six lecturers (staff development). These lecturers are college-based
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and thereby influenco the broadth of the program at tho collegoe level. The
duty statement of these staff is extremely diverse und their duties are
defined according to the necd. of the colleges in which are thoy located.
In a subsequent chapter we briefly examine the role of the senior lecturer
(stuff development). For the moment it is only important to note that their
duties include such functions in the college as counselling staff regarding
CAE and University courses, assisting staff to recognize their own staff
development needs, observe teachers-in-training for course requirements and
help staff evaluate their own teacher effectiveness. They may also be
involved in college development and curriculum development programs within
their colleges. Finally, senior lecturers (staff development) assist

Training and Development staff in the teacher methodology programs.

A final point worth noting in regard to the breadth of the program
content relates to the availability of the program. All Adelaide metro-
politan colleges havé ready access to the staff development program. They
are in close proximity to the Training and Development Centre and share a
se;ior lecturer (staff development) with one other college. For rural
colleges this is not so. To compensate for their isolation and lack of
senior lecturers (staff development), rural colleges are visited regularly by
a team of up to three staff - one from Training and Development, one from
Torrens CAE1 and one senior lecturer (staff development). The purpose of
these visits is to provide methodology courses and initiate college
development programs within rural colleges. Most of the larger rural
colleges availed themselves of this opportunity during 1978 and in some

cases were visited each term.

4 The formulation of an_accreditation policy

There is no accreditation policy regarding attendance at staff development
activities. This does not mean that the Department of Further Education
has been unsympathetic to the idea. Currently a report resulting fiom an
overseas ghholarship is being studied for its’implications on this issue.
However following the recent restructuring of staff appointments, salary
scales etc. one would not expect any policy for accrediting attendance at

staff development activities to be formulated in the near future.

5 The evaluation of progress and outcomes of policy

One of the stated functions of the Staff Development Committee is the 'review

1 Torrens CAE is the principal teacher training institute for DFE lecturers.
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of the progress of staff dovelopment programs and poticios and the
ostablishmont of sultable means of evaluating their offects’ (DFE Nandbook
1978). Currently this Is the responsibility of the Superintendent of the
Training and Development Branch and is quite an informl process. The 1978
llandbook also indicates that principals will be required to report annually
on their college staff developmeut program. The purpose of the roport is
to identify whother, at the college lovel, needs are being detected and staff
development activities implemented to alleviat- these needs. The first of

these annual reports is expected in June 1979.

There have boen a number of attempts at the formal evaluation of
particular outcomes of staff development policy. For example, as early as
1975, or just 12 months after it became operational, the In-Service Section
of the Training and Development Branch attempted to evaluate how it was
achieving its objectives and what future directions it should follow.
Similarly at that time the newly appointed senior lecturers (staff develop-
ment) presented a joint evaluative statement to the Staff Development
Committee. Possibly the most extensive, continuing evaluation has been of
the NELMIC programs. These evaluation studies have considered both processes
intrinsic to the program and immediate and longer-term program outcomes.,
Finally, and most importantly, there has been the major review of the

Training and Development Branch which was mentioned earlier.

It is apparent that some evaluation of staff development policy has
been implemented, and in the future more will certainly occu {e.g. the
college evaluation reports)., lowever there appears no established
machinery within the operations of the Staff Development Committee for the

continuing evaluation of the overall staff development program,

6 Dissemination of findings of staff development policy

Dissemination of information concerqing all aspects of the staff development
program is the responsibility of the central committee. The major avenue

for such dissemination is by means of the twice monthly Department of Further
Education Bulletin which details impending conferences and seminars and brief
notes from staff who have attended these activities or undertaken overseas

scholarships.

Staff who have participated in interstate conferences and visited
interstate for staff development purposes are expected to complete a report

for the Staff Development Committee. This summary report can then be
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dissomtinatod to Iptevested staft,  However it seemoed that many statf who
participated in this agpect of the program betweon July 1977 and June 1978

failod to complete this roport., Of the 54 pavticipants only 1§ veports were
1

roceived by the committoo; a turther 8 roports werve not roquired.
The dissemination of Findings from staft development activities would
seem to be largely an informal procoss. ‘Fhere appeir  to be no procedurets

whereby rolevant information is directly channelled to particular stafl or

target audiences,

7 The promotion of rescarch into the ongoing needs of the system

The Staff Development Committee does not possess a research function.
However there are two means by which research into staff development issucs
can occur. ‘The Research Branch of the Department of Further Education may
implement a research program in a desired area, either on its own initiative
or as a result of a request from the Committee. An example would be the
study of initial problems of new entry lecturers by Tiernan and Kuhl (1978).
The Training and Development staff provide a second means by which research
pertinent to staff development can occur. Recently these staff have become

involved in three areas of research’ that are worth commenting upon.

(a) Survey of staff development needs in the Department of Further Education.

The Training and Development Branch has adopted a competency-based
approach in examining the skills required by lecturing staff in the
Department and in assessing those areas to which staff development
activities ought to be directed. This research is still very much in

the exploratory phase.

(b) The implementation of college development programs and their evaluation.

The emergence of college development as a major tocus of the staff
development program has meant that Branch staff have had to develop a
theoretical perspective to orgar’ "s>nal development within the
Department. They have not adop! th yre typical behavioural-science
. model that is currently used in Au:.iaiia by, for example, Mulford and

his colleagues (Mulford et al., 1977).

! This estimate is based upon records supplied by the executive officer
of the Staff Development Committee.

2 Strictly speaking their work could be better described as developmental
rather than research in the latter two areas,
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(¢} The_development of_ndult tonching mothods,  The Tewining il Dove Lop-

mont franch Is oxamining ditlovent tochnlgues for the prosentation of
the NUIMIC programs and basie tonching mothodoiogy conrsoes. Iy
particnlay staff ure developing cuvrienlas hased upan the notion ot
contvact ltoarning (Knowles, 1978). ‘The of fectiveness of such types of
teaching wothods are boing compared to the wore tendit ional approaches

which have characterized those programs In the past.

Resourch into tho ongolng staff dovetopmont noeds of the systom has not
boon extensive; nor has it been co-ordinated by the contral Staff Dov: lop-
ment Committoe. Rather, it has boon loft to the independent iulitiatives of
particular staff in either the Research Branch or tho Training and Develop-
ment Centre. A possible exception may be some of the work of those under-
taking overseas scholarships, but this is 1lkely to be only minor. There

has been no use of externally contracted rosearch.

This concludes a consideration of tho seven managerial tasks which have
provided the framework for a description of the staff development program at
the DFE system level. The major decision-making group is the central Staff
Development Committee although the implementation is very largely controlled
by the staff of the Training and Development Branch and the senior lecturers
(staff development). A fourth element in the organization of the staff
development program, namely 1ine management, has received only passing
comment. These personnel are discussed in Chapter 7 where they are con-
sidered crucial to the development of an evaluative methodology for staff
development. However little secondary data was available which described

the impact of line management on the staff development progranm.
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CHAPTER &

GENERAL APPROACHES TO 1V 2 LON
The ovaluation of educat tonal programs &s an oxes e v i vorse Prociuy,
Many «¢iftoront models for evaluatlon have heen proposed and no one mothod
would svem appropriute for all situations. ‘The proups for whom evaluatlon

studies are conducted diffor and so do the mothodologleal emphason that
charvactorize the studies. Much ovaluatlon wlll not even bo basod upon u
predetormined model but remain far less formal, Informal evaluation will

be present in much staff development activity as teachors, for example, wake
decisions about the value of attending various activities. These decia’ ang
may be based upon felt needs, outcomes of previous staff development ¢ -
iences and a host of other factors, each estimated quite subjective!

teaver on the basis of evidence of varying reliability. Depending

value attached to each of these estimates, the teacher will reach a .t
rogarding the usefulness of attending an activity. Most importantiy  ¢%i:
process often involves a consideration of many of the subtle featu.us of &
staff development program which are not easily measured in a forma!l evalua-
tion. It is for this reason that teachers and their colleagues are
generally apprehensive about the usefulness of formal evaluatic. udies.

We believe the task of this study is to recognize the concerns uf the prac-
titioner and incorporate these in a more formal evaluative framework. In
this way information gathered about staff development programs is more likely
to be used in reaching policy decisions, decisions which may be more widely

accepted by both general staff and senior management.

In this chapter we will briefly examine approaches to evaluation. This
leads to an examination of a number of issues important in designing a

methodology for evaluation. Among these are:

. What is to be the role of evaluation in the methodology?
. What are its legitimate goals?

. How is evidence to be gathered and compiled?

. How are judgments made?

After discussion of these basic questions an outline of an approach to an
evaluation of staff development is presented. This outline is then treated
in more detail in Chapter 6 of this report.

r
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The Meaning of Evaluation

Evaluation studies have been applied to a wide variety of programs, both
educational and social, a< a basis for making policy decisions. Typically
in these studies the evaluation process has consisted of three elements.
Firstly, there is an initial decision regarding what is the most appropriate
information to be collected, and this has usually been defined by the
interests of those seeking (or funding) the evaluation. This is followed
by the gathering of this_information, utilizing a wide variety of procedures
frequently of a highly technical kind. Finally, the information is treated
or analysed in such a way so as to assist policy formulation. Evaluation
then is not a single act. Rather it represents a series of activities,
quite interrelated and directed towards decision-making. Stufflebeam et al.
(1971) have provided a definition of evaluation which summarizes these
activities:

Educational evaluation is the process of delineating, obtaining and

providing information for judging decision alternatives. (Stufflebeam

et al., 1971:40)

We can consider this to be the most basic understanding of the evalua-
tion process, and is found in the writings of a large number of evaluation

experts.1

Some evaluators, such as Stake (1967) and Scriven (1967) extend this
understanding of the evaluation process to include the making of judgments
by the evaluators. These judgments serve as a basis for’'the decision-makers
to plan policy. By contrast, Straton argued that 'the act of evaluating, of
actually making judgments and decisions, is the responsibility and the right
of the study audiences' (Straton, 1977). For Straton, the evaluator's role
is one of description rather than judgment. But this descriptive process
would not be viewed in isolation from the judgments to be made. The infor-
mation collected by the evaluator would be dependent upon the evaluator's
prior and continuing identification of the types of judgments and decisions
relevant to the client audience - this would be a necessary component of
Stufflebeam's approach, and similarly with Straton. Other evaluators, most
noticeably Parlett and Hamilton (1976) and Scriven (1972), would not seek

such intense and continuing interaction with the client audience.

! For example, Straton (1977) provides an excellent account of the three
stages in the evaluation process and is well worth reading.

37
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For our part we think that the evaluator does have i responsibility to
make judgments, and that this constitutes an integral part of the evaluation
process. There are a number of reasons for this, Firstly, it is the
evaluator who understands most clearly the methodology used in the evalua-
tion process. Information is generally gathered during an evaluation study
using a variety of procedures. Subsequent interpretations made of that
information and judgments based on such interpretations can only be as sound
as one's understanding of the information in rclation to the concepts or
variables being exami.ed, and the strengths and weaknesses of the methods
used to obtain that information. These are complex issues and to communi-
cate to the client audience the precise nature of the evaluative methodology
with all its limitations and implications is not an easy matter. Further,
these are not issues with which the client audience is often concerned.
Secondly, tle evaluator appears in the best position to bring together
different pieces of evidence to bear upon some particular aspect of policy.
This is because it is the evaluator who has seen the interaction of such

data in the context of the study.

The evaluator does have a responsibility however to stipulate the kinds
of evidence and methods used in the evaluation process. He also needs to
discuss as best he can the various priorities attached to individual pieces

of evidence in reaching a particular judgment or series of judgments. The

_obvious point being made is that the evaluator must provide sufficient

information so that the decision-maker may make some estimate of the

appropriateness o: the judgments made.

In brief then it would appear appropriate to consider the evaluation
process as including both descriptive and judgmental phases, and this will

be the working definition of evaluation throughout this st-dy.

The Roles of Evaluation

It is important to recognize that eval ‘ation has a number of possible roles.
Scriven's (1967) distinction between formative and summative evaluation is
probably the most well known treatment of the roles which an evaluation study
may adopt. It focuses upon whether the evaluation is carried out during the
educational program or at its conclusion. The former role is referred to as
a formative one, where decisions are made whether the program should continue
in its present form or whether changes should be made to ensure its final
success. This closely resembles a monitoring function and is of particular

assistance to those already participating in the program. In contrast,

89
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summat jve evaluation consists of collecting data at ov near the end of a
program with the intention of making decisions regarding the success or
otherwise of the program. The data that is collected is not necessarily
used for modification of the program to maximize its effectiveness, even in

the future - this is not its major concern.

The relationship between data collected during both a summative and
formative evaluation is an interesting one. Summative data may incorporate
much data collected during a formative phase. However the usefulness of the
formative data lies more in its explanatory power in regard to conclusions
resulting from the summative evaluation. Conversely data collected during
a summative evaluation of a component of a program may be utilized in a
formative evaluation of an entire program: a point made by Stake (1976)

in his critique of the summative-formative distinction.

The distinction between the summative and formative roles of an
evaluation is a useful one however in that it clearly indicates that
different forms of evaluation lead to different sorts of decisions. Some
decisions will be concerned with program improvement, either now or in the
future, and draw heavily upon data obtained during a formative evaluation.
This data therefore is more likely to represent a fine-grained analysis of
the situation. Other decisions will be more concerned with program
accountability and likely to utilize data obtained solely from a summative
evaluation. In this case the data are likely to be related to more macro-
scopic input-output variables. It seems more appropriate to examine the
intentions of an evaluation study, rather than the point at which the study

is carried out, as a means of clarifying the role which a study assumes.

Scriven (1967) places great importance on the evaluator indicating the
role which a particular evaluation study adopts. In the development of a
methodology for the evaluation of a staff development program a primary
emphasis upon program improvement appears of most use. Within such a role
one would expect the evaluation to address itself to both the ongoing events

of the program (formative) and an overall view of it (summative).

The Cvals of Evaluation

¥hat we have just been discussing are the variopus roles of evaluation in
education. These roles are not content specific. Scriven (1967) distin-
guishes between the above type of discussion and that of the goals of an

evaluatijon study, and again this is an important distinction. The goals

» 9



O

ERIC

Aruitoxt provided by Eic:

of an evaluation study are specific to the program and ave concerped with
the worth or reiative merits of particular aspects ot it. These goals are
similar to what Bolam (1979) has referrved to as the targets of an evaluation.
In the current study the goals of an cevalugtion which the nethodolpgy needs
to encompass could be an examination of the rationale, aims and structures
of staff development policies as well as specific staft developmept activi-
ties. More specifically, the goals might ask questions Such as: Js the
rationale for the program congruent with its ajms? Do different types of
staff development activities vield different outcomes? Do the types of
activities offered reflect the aims of the program? These are al] possible

goals of anevaluation study in staff development.

Scriven (1967) points out that as a result of confounding the twin
issues of goals and roles of evaluation, educational evaluation has provoked
undue resistance froi many scctors of the educational community, and more
specifically from teachers. While the goals of evaluat.on may rajse legiti-
Mate questions, Sciiven believes that too oftep the ro e of the evaluation

study goes beyond its reliability and comprechensivencss.

The goals of an evaluation study may be conceived of as being narrowly
focused upon specific and prescribed program objectives. Alternatjvely,
the goals may incorporate a range of issues far broader thap those derived
from a consideration of those objectives. That is, the scope of ap

evaluation study may be either narrow or broad.

Traditionally evaluation studies have peep narrowly defined, examining
the effectiveness of a program in terms of its explicitly stated objectives.
These might examine for example the teacher's apility to construct a modular
Program cr his skills in financial management after particular relevant
staff development experiences. Product evgluation of this sort hag broad-
ened over the past few years in a number of ways. There has been 3 shift
of emphasis away from merely an assessment of whether explicitly stated
goals have been obtained. Evaluators have sought to identify a1l the
intended objectives of a particular activity, including obje:tives which
Mmay not be specifically stated but still he}d as important by the person
implementing the activity. These implicit objectives may be broader in
kind and include such objectives as increased teacher confidence, greater
collegiality etc. Outcomes that reflect these more implicit objectives
are becoming increasingly a focal point in the evaluation literature on

staff development (see for example, Teachers College Record, 1978), In

1 .
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addition to the attainment of goals, either impliclt or explicit, some
evaluators helieve that it is important to measure unintended outcouwes of
a program. This point has received only slight attention in the staflf
devolopment literaturce hut it scens reasonable to assume that certnin types

of activities way produce a wide varicty of unanticipated outcomes.

The focus of evaluaticn has broadened in another way. The objectives
and rationale of educational programs have themselves become the targets of
evaluation, in what Stufflebeam et al. (1971) would refer to as context
evaluation. The systematic questioning of existing and alternative program
objectives is rather new in the field of staff development, but the needs
analysis of the TAFE senior management (Mickay et al., 1978) seems to fit

within this definition of evaluation.

The emphasis of an evaluation study may also be upon the processes
that characterize a program. Process evaluation in staff development will
be concerned with at least two issues, It will be concerned with both the
implementation of the program and the application into classroom practices
of ideas and skills gained from participation in the program. Such evalua-
tive information is particularly relevant to decisions regarding program
generalizability. Process evaluation has been interpreted somewhat
differently by Elliot (1977). Elliot argues that process evaluation must
also examine the extent to which an activity fosters those features which
characterize teaching as a profession, viz. self reflection and rational
autonomy. These he views as processes that may accompany a staff develop-
ment activity rather than being products of that activity. Evaluation of
these types of processes would be congruent with the staff autonomy manage-

ment model described in the previous chapter.

Three possible focuses for evaluation studies have been considered so
far. Stufflebeam et al. (1971) suggests that decisions also need to be made
about the most appropriate procedures, given the resources available, by
which program objectives may be attained. This was referred to as input
evaluation. 1In this form of evaluation one would be concerned with examin-
ing the different sorts of agencies providing for staff development activi-

ties and matching these with particular program objectives.

Each of the above approaches to evaluation is relevant to the present
study. Taken together they represent a view of evaluation especially suited

to an educationail program which is as diverse as staff development.
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Lvaluation Settings

The dovelopment of an evaluation methodology must take into account tho

extont to which the educationnl program under study 1s likely to undorvgo
chango as a result of the evaluation. Stulflebenm et al. (1971) have drawn
attention to this issue in a description of four possible typos of decision

settings. Two of these settings would dppear relevant to an evaluation of
statf development in Australian technical and further education. The first
setting is one where the decisions to be made concern innovative attempts to
solve fairly significant issucs or problems. The second is characterized by
small scale decisions that are designed to lead to gradual program improve-
ment. It is difficult to assess precisely which of these decision settings
is more likely to apply to the general staff development program. At the
national level, the latter decision setting involving gradual improvement
would seem the more appropriate description. At the State or college level,
where substantial responsibility for program implementation resides, one
could expect decisions to be more often concerned with major changes or
innovation. This would appear particularly so due to the recent development

of the program.

If it is accepted that the staff development program is an
innovation in Australian technical and further education, then this will
influence the nature of any methodology appropriate for its evaluation.
For example, since very few procedures will have become 'established
Practices' one would expect a large amount of interest in evaluation for
the purpose of assisting program development. At the same time there is a
risk for those involved in the formulation of policy and the implementation
of programs, with the result that evaluation may curtail initiatives taken
by them. Both these factors would sugnest the necessity to adopt a formative
rather than summative emphasis in the design of an evaluation methodology
for staff development and involve program organizers and participants in

its development.

A final aspect of the evaluation setting which needs to be considered
concerns the evaluator. The evaluator's role in relation to the program
being evaluated affects the range of evaluation methods which can be applied.
This issue has been discussed by Elliot (1977,v1978). Elliot proposes a
simple typology of evaluative styles which an evaluator may accept -
'evaluation from above' or 'evaluation from below'. In the former the

evaluator holds values congruent with the senior management model of staff

e
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developuwont describod cavlior and is likely o be closoly involved with the
funding body. Evaluation from helow i¢ a consequence of tho stat'f autonomy
management modo! and the evaluator i more tikoly to adopt an evaluative
stance closely aligned to the participating teachor. Hach of these evalua-
tion styles represent opposing beliets about the control of staff develop -
mont und affoct the methods chosen for its evaluation and the extensiveness

of data collected.

So far attention has been drawn to a numher f basic iusues to which
an evaluation study must address itself. It is usetul to summarize these

as they relate to the present study.

The first concerns the understanding of evaluation which should underpin
a study. Both a descriptive phasce and a judgmental phase have been argued to
be important responsibilities of the evaluator. The second concerns the
various roles which an evaluation study may adopt. In the current study
it is proposed that the evaluative methodology should be directed primarily
towards program improvement, but utilize both formative and summative data.
The third issue concerns the fact that the goals of evaluation studies have
broadened in recent years so as to embrace a wider variety of program
objectives, corresponding outcomes and processes. The development of an
evaluative methodology in staff development needs to encompass each of

these in the context of the settings in which decisions need to be made.

The Elements of an Evaluative Study

The elements of the approaches to evaluation which have been described above
are similar to those found in Stake's model of curriculum evaluation (Stake,

1967). In that model Stake identified three major elements of an evaluation.

1 Antecedents

These are the conditions existing prior to the educational program
being implemented. The conditions either relate directly to outcomes
or indirectly through their effects upon the implementation of the
program. A staff member's specialist field of teaching would b~ a
typical anteceuent condition, as would the systemic policies that
affect attendance at various types of in-service activities. That is,
antecedent conditions refer to both staff characteristics and fairly

stabl: contextual factors that are associated with the program.
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Tvansuet tons

Thoso corvespand ta the interactions, for oXample, botwoon teachors
and tholr colloaguos and hotwoon toachors and those fmp toment g tho
program. - Teansact bons aro the more dynamice aspocts of the sraff
developmont progeam and relate ta both pelicy Tormutation and the

activition which constititute (he program,

3 Outcomes

These are the effeets of the program and may include hoth immediate
and longer tevm effects.  An exanple of the former might he the
teacher's knowledge of a new technique and of the tatter an increased
cffectiveness of the functioning of the department and increased

student performance.

Objectives do not feature prominently in this framework. Stake prefers
to consider objectives as 'intents' and th-n examine the intended antecedent
conditions, the intended transactions and finally the intended outcomes.

The distinction between actual (observed) and intended elements and the
recognition of the importance of collecting data about both is a valuable
aspect of Stake's model of evaluation. In this model it is also necessary
to consider the rationale of a particular program. An examination of the
program's philosophic background and basic purposes provides useful insights
concerning intended antecedents, transactions and outcomes. Stake (1967)
warns that a statement of rationale is often quite difficult to obtain, as
generally it will not be clearly developed in the minds of those responsible
for the program. However much of the background description of staff in
Australian technical and further education which has been presented in earlier
chapters provide some guidance to its rationale, and therefore an important

vart of the design of an evaluative study.

In summary a suitable evaluative methodology for staff development must

be capable of gathering evidence about the following:1
(a) ratiorale of the program

{b) antecedent conditions relevant to the program

(c) transactions that may characterize the program

(d) outcomes that may result from the implementation of the program.

1 A similar evaluative framework has been proposed for the evaluation of pre-
vocational programs in technical and further education by Ainley and
Fordham (1979).
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Just as o wo have noted ghe hroadoning natnre of ovalaat ton ovey rocent
yoars, w0 ton thore has boon a corvesponding shitt in the types of ovidence
gathered in an oviluation study.  For oxample, it is not sarprising to find
that Batten's oxtonsive ovaluntion of the School's Conmision (Statf)
Dovelopmont Program utilizod guest lonnabves, tatorviow schodulon o detad Led
oxaminat fon ot background documentation (Bbatten, 1079) . The teaditional
omphasis upon highty quantitative data which chivactovisod oarly ovaluation
studios has heon replaced by a more veloctic methodology.  The wide varviety
of methods proposed for the evaluation of in-service teachor training hy
Hondovson (1978) is further svidenco ot thiv. Thore is now o talvly widely
exprossod view that the use of qualitative methodologies offer oxplanatory
powor heyond that which is attorded from the nso of sololy statistical

procedures (Patton, 1978).

Processing EBvaluative Data

Evidence that has bheeun collected must be organized in such a manner that it
facilitates the two major activities of program evaluation: description

and judgment. Stake (1967) has suggested that there are two principal
issues that guide the processing and analysing of descriptive data related

to intended and actual antecedents, transactions and outcomes. These are

the contingencies between each of the three elements of the program and the
congruence between what is intended and what actually occurs. It is clear
that the descriptive phase for Stake is more than a collection of data
derived from examining a series of variables. The descriptive phase focuses
upon the relationships between each of the clusters of variables which define
the elements of the evaluation. In a program where the relationships between
various components have been largely unexplored such a process for the
management of evidence would seem most fruitful. That would be the case

with a staff development program.

In an evaluation of staff development three means of processing data

are suggested by this model and appear profitable:

1 an examination of the congruence between the intended antecedents,
transactions and outcomes and the observed antecedents, transactions

and outcomes;

2 an examination of the logical contingencies between the intended
antecedents, transactions and outcomes. This would utilize prior

established research material and not be dependent upon data collected
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K) W oxamination af the smpivical coptingoncios hotween obuerved

antocedonts, trvansactions amd onteomos.

The jawdgmwont phase hus two aspects tn Sake s wode b of evaluat ion,
PEestly, that pavet of the deacviptive data which volatos o fndividuaat
viviablon i the subjoct of judgnent hy the ovalaator amd the client awdiopee,
Socondly, hoth the cout ingencion and congrnences bdont i Ciod abave ave thom -
solvos the subject of Judgment.  Stake (1967) olaboratos on the judgmont
phisio bat, for the purpose of {he prosent discussion, it neods only bo
polntod out that thore are two hasos tor Pidping the indiveduat eloment o

and thoir Intor-rolar tonships,

(0} thoy may ho comparod to some abuo/ute standard of oxeolfonceo, ono

agreed to by the evalwitor or the cliont audionco;

(b) they may be compared to similar eloments or inter-relutionships
hetwoen those olements dorvived from alternative programs. In this

situation judgments about the program are based upon relative standards.

The selection of either an abhsolute or refative judgmental process,
and the subsequent selection of appropriate standavds, is very largely
dependent upon the nature of the program being evaluated. FElsewhere we
have suggested that comparative judgments are an importaunt part of
evaluation in those fields where it is difficult to establish absolute
standards (Ainley and Fordham, 1979). This may be the case for many of the
alternative curricula that are developed. The best approach in the case of
staff development is not so easily identifiable. If one is concerned with
the evaluation of specific in-service activities then it is feasible to
compare certain characteristics such as outcomes with similar characteristics
of alternative activities. This would be equivalent to asking whether the
effects upon staff of one strategy were greater or less than those from
another strategy. The difficulty with this form of comparison, or relative
~valuation, is that theres is little available data concerning various
asyects of staff development activities. 1In fact there are not even agreed
indices of outcomes.1 In regard to overall program evaluation the applica-

bility of relative standards, at this point of time, is even less appropriate.

1 This is in marked contrast to curriculum evaluation where there are some

basic measures of program success, such as student achievement and
student interests.
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L the Aintvabian vontest the eaplovatory evaluation by Batten (1a79)
provides the only camparabbe dita with which relative pudgmenta omiy bbb,
bt this wan concerned with start develapment i the secomdiory sk primary
asctor af Auntvaban sdueat ton. Mavhay ot ok, (EPPH)Y provide some nsetnd
dicta For these purponon, but that bs Bindted ta Che mapageoment peods ot
sendbar o wtat v The mny Wi tish ovaluat ton atamdies Tiated by odam (1u )
wid Hondernon (V978) ave simi ety bimting v both their oxtonsivenoss aml
apphicability to the Avstealiin context. Thore doon not yet appoad to ha

i broad vnough vange of progviam ovaluat fons Drom whiieh ovaluators way dovive

stidanbe pertaning to a syaten wide stalt dovedopment progrom,

Honderson (1970), In fact, poses Che guestion whinthey 10 s prapor to
mithy comparisons hotwoon parvicipants ot varions statt dovelopment activitloes,
Prasumably Hondorson's cancern s that o statl dovelepnent avtivity s only
one sl part of w complex sot of Foreos which af'fect o teachor's ¢lassvoon
behaviowr.  What teachors do bn tho classvoom v alfectaed by so many Cactors
relating to themselves, the students thoy teach and the colloge ovganization
in which they are found that it would be oxtremely difficult to estimate the
amount of influence upon thely bhohaviour which could be attributed to a

particular staff developmont activity,

A reliance upon absolute judgments is also diflicult. Assessments of

what constitutes an absolute standard of excellence will differ according

to the extent to which individuals making these assessments value particular
aspects of the program. For estimating absolute standards is essentially a
subjective process. We have already indicated in Chapter 3 that differcences
in approaches to the management of staff development arise hecause different
values are attached to possible program outcomes. Any judgmental process
must take into account the values attributed to elements within the evalua-
tion, especially outcome measures. One such methodology developed hy
Edwards et al. (1976) is discussed in Chapter 7. Using their approach it

is possible to interpret more clearly standards that are proposed and

subsequent judgments that are made.

In prior studies of staff development the process of making judgments
has not been elaborated, possibly because of the factors discussed above.
Notwithstanding, it appears to be an important component in any evaluative

process.
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e stos b ing an v iniat T et bogy boare g deve boguent the evaliatay
Pa tucod with o by o [ N T Y FTTRN IR FRTPES Favhoot bhese des tavons wil |
he nflisnced by havactariag foa o Phe evabiator amd teatiron ot 1
Pragram hoing ovaluated. Feom the ot set (e svaliatar mist wlapt an
Srleitatton to s task whiv b retfects hia e batboamsnps with et g
baddy i the pragran Prbicipants, The evabiator will olan ik it eal
dovinians abant e weet s AT et A o ta e viip loy v, as wodl oan
tha crlteryy oy whivh o jodpe 1 he Chbvot bvenvns ol The program. Oy
particalar inportance witi b decinions copcorg thoe safonn venoan ol o
evaluat lon study,  The ova luator wn g dovide whethor the ovalual ton 1
Pinbtoed to thome o and Foatiran wthe eageam specifrod by fhe PEOREa
organtiers or whothor the s tly of anexpected outeames and an oxmni it fon
ot the progeam’ s vt tona o within a browdor vducatronid and waejetal vontoxt
v ovatbld and hocossary. Thin in tien wi bt Pntlnones the extensivepass of
the data cotloctod,  Other fuportant docisions to he mule concorn the baais
on which Judgmonts of progranc offoctivoness wre fonnded, the rote ot tho
evaluator in mahing those Judgmoents, and the oxtent ta which evatuation

findings may bo peneratized ueross progeams,

Not only will these decisions he influcnced by the views of the
ovaluator regavding the noticns of evitbuation and stat'f developument, but
they will also be influenced by characteristics of the program.  Already
ment ioned in this chapter have been the length ot time the program has heen

vstablished and the likelihood of major chunges occurring to the Program as

a result of an cevaluation. One might also mention the diversity of activities

Inherent in the program and the dogree of uniformity in its implementation
across the system. These fentures of program cvaluation closely resemble
the typology of key evaluator and program characteristics proposed by Maling-

Keepes (1978) as central to the evaluation process,

It is useful to place the views expressed in this chapter about the
evaluation of staff development in relation to the evaluation literature.
Of course no one model of evaluation will be entirely appropriate, and each
will have its particular strengths and weaknesses, The general approach to
evaluation suggested by the above discussior - is closely aligned with a
judgment-oriented strategy (Worthen, 1977). This makes the methodological
perspective for this study quite different from those of the Australian TAFE
studies reviewed by Malley (1978) which generally reflected an approach to

Loy
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evaiuation based upon either behavioural objective or decision-management
models. It is worthwhile noting that Batten's (1977) evaluation of the
Schools Commission (Staff) Development Program was tounded upon a Parlett
and Hamilton (1972) evaluation nodel and hence was methodologically similar
to the current study. Neither of the Australian evaluation studies in staff
development has adopted a decision-management approach. Possibly this is
because such a model (e.g. Stufflebeam et al., 1971) presupposes a continu-
ing interaction between the evaluator and decision-maker such that the
evaiuater is able to monitor tne types of decisions senior management might
wish to make. It is therefore closely associated with the institutional
aznagement model of staff development already described in Chapter 3. In
the cass of the behavioural objective models of evaluation, emphasis is
plac.d upon evaluation in terms of specifically defined program objectives
and outcomes, and again this would appear unsuitable for the evaluation of
staff development. By contrast judgment-oriented strategies of evaluation,
invelving the collection and processing of descriptive and judgmental data
derived from a wide variety of sources, seem more relevant to a program
characterized by diversity in its aims and processes and with few established

procedures,

: Loy
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CHAPTER 6

AN EVALUATION STRATEGY FGR FTAFF DEVELOPMENT

This chapter begins with ar overview of the evaluation strategy for staff
development which is proposed. Three general categories of variables are
suggested as providing a suitable framework for the evaluation of staff
development. These are: background factors, :rocesses and outcomes.

Within the background factors are a number of major elements which influence
staff participation in the program and the irtroduction of ideas gained from
it to the work situation. The major process elements of the staff develop-
ment program are either policy formulating tasks or strategies which provide
a means for the acquisition of skills, understandings and attitudes by staff.
Program outcomes consist of three major elements - immediate, intermediate,
long term - which may be relevant specifically to individual staff members,
the college as an organization or the overall system of technical and

further education.

The general framework for the evaluation of staff development programs
is summarized in Figure 6.1. The remainder of the chapter will elaborate

upon each of the elements which comprise the model.

State TAFE staff development programs consist of a diverse set of
activities which are both formal and informal in kind. The approach to
evaluation adopted by Stake (1967) appears to be a useful starting point
for the evaluation of these programs. It represents a generalizable frame-
work suitable for the evaluation of many educational programs and is not
specific to staff development. The evaluator's task is to specify within
the framework those elements associated with staff development which are
important for its evaluation. This can be done in a variety of ways. Some
factors have been identified in previous chapters as being potentially
important in the further development of staff in technical and further
education. The teacher characteristics discussed in Chapter 2 are examples
of these. Others might include the different approaches to the management
of staff development described in Chapter 3. The description of the two
State programs suggests further important elements such as types and pur-
poses of activities. 1In addition to these factors identified from either
the literature on staff development or documents supplied by the two State

TAFE departments, other issues are important to the evaluation of staff

development programs.
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An essential initial phase of the present study was therefore to
identify the major issues in staff development as perceived by the staff of
each system and thereby detail the more specific influences operating witnin
each system. This initial phase also had a secondary purpose - to establish
a satisfactory rapport with the colleges and systems prior to the main
period of data collection in the trial of the proposed evaluative method-
ology. We begin with a brief description of how this initial phase of the

study comprising a survey of key issues was carried out.

General cateqory Major element Specific _element
Background factors system characteristics policies of staff development

general systemwide factors
affecting participation

college characteristics policies affecting participation
policies etc, affecting implu-
mentation of ideas
college/section needs

staff characteristics needs of staff
responsibilities affecting
participation
Processes policy formulating system level
processes college level
staff development specific activity
processes overall staff development
program for either individual
or system
Outcomes immediate outcomes benefit to staff member
intermediate outcomes benefit to college
long term outcomes benefit to system

Figure 6.1 The General Categories, Major Elements and Specific Elements
of an Evaluation of a Staff Development Program - an Overview
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The Preliminary Survey

As the purpose of this phase of the study was exploratory the use of
detailed questionnaires was thought inappropriate. Rather, the strategy
heavily utilized interviews with a wide range of program organizers,
potential participants, and actual participants. The South Australian
Department of Further Education and the Victorian Technical Schools Division

were studied in the following ways:

1 Within the Department of Further Education

In 15 colleges discussions were held with the principal, senior lecturer
(staff development) and teaching staff where possible. Ten colleges were
in metropolitan Adelaide and five were in rural areas. A total of about 50
college staff were interviewed. Meetings were arranged with members of the
Training and Development Branch and those staff from Head Office whose work

either directly or indirectly influenced the staff development program.

2 Within the Technical Schools Division

Seven colleges1 were visited and again discussions were held with the
principal, education services officer and teaching staff where possible.
Four rural colleges were included in this sample and these visits were
undertaken with the Executive Officer (Staff Development) of the Technical
Schools Division. One of the researchers also attended the monthly meetings
of the education services officers, where staff development is a major
agenda item. Finally, meetings were held with the chairman of the Staff
Development Standing Committee, the entire Committee and the organizers of

a number of individual staff development activities.

The interviews were semi-structured and staff were asked to comment
and elaborate upon a range of issues.2 The breadth of coverage that can
arise from such an approach is wide. To provide structure it was decided

to focus primarily upon the following factors:

(a) system characteristics that influence the operation of the staff

development program;

1 Unless otherwise specified 'colleges’' refers to both colleges and technical
schools with TAFE components in this and subsequent chapters,

2 Tape recordings were usually made of these interviews.
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(b) college characteristics that affect the implementation of the

program;

(c) staff characteristics that influence staff participation in the

program;
(d) college and teacher needs in staff development;

(e) types of staff development activities which staff attend and

which appear of most/least benefit;

(f) the outcomes of staff development activities and those which are

of most/least value.

These groups of factors may be related to the three elements of Stake's
evaluation model: antecedent conditions, trapsactions and outcomes
(Stake, 1967). The first four topics represent the major categories of
antecedent conditions which appear in staff development programs. The next
parallels Stake's concept of transactions and the final factor is congruent
wigh Stake's outcomes. We prefer to use the simple terminology background
factors, processes and outcomes in preference to Stake's terms, a point also

made in the TAFE pre-vocational education study (Ainley and Fordham, 1979).

This study was concerned with the evaluation of both overall staff
development programs and component activities. An initial decisjon was made
that the evaluation of individual activities would be closely related to
the evaluation of an entire program. This implied that a more general set
of criteria for evaluation than those derived from specific objectives would
be appropriate. There Were far too many types of staff development activi-
ties to warrant the design of individual evaluative methodologies for
particular activities. There was one exception to this: college development
progranms were extremely important, highly complex and so little researched

that a more detailed treatment was desirable.

The result of this initial phase of the study, when coupled with the
literature and existing documentation, was the specification of a set of
variables which would provide the basis of an evaluation framework for staff

deve lopment .

The Evaluation Framework for Staff Development

The gfeneral evaluative framework that is described below consists of three

major categories of variables: background factors, processes and outcomes.

le [ 13



Background Factors

A wide variety of background factors may influence the effectiveness of a
staff development program or activity. These factors may be system-wide,
college specific or particular to each individual staff member. They may
influence participation in the program, the nature of the program or the

implementation of ideas and skills gained,

1 sttem—wigg_pglisi£§~gﬂd staff deVelquent

Three areas of policy are seen by staff ag being particularly important for
the effectiveness of the staff development program. The first is funding.
Funds may be allocated for specialist-staff sglaries, used for the develop-
ment and presentation of courses, or directed to colleges so that they may
mount college-initiated programs. The extent to which funds are allocated
to each of thesc purposes apprars an important background consideration in

a progranm evaluation,

Secondly, there are system-wide Tregulations that affect staff attendance
at particular staff development activities, even if attendance at such activi-
ties is funded from the college staff development budget. Common examples
stated by staff were those regulations which govern participation jn
industrial leave schemes and attendance at interstate conferences, especially

during vacation times.

Thirdly, there are policy decisions that are only indirectly associated
with the staff development program but which may affect staff partjcipation.
These system-wide characteristics include the present form of jnitjal
teacher preparation, the provision of replacement staff to cover apsences
and the criteria on which the promotion and sajlary structure within a system
is based, Somewhat more direct in their influence are the amount of support
offered by each Department's staff development unit, and the types of

Centrally-initiated activities provided,

Some of these characteristics may be much more influential in one
System than the other. For example the present form of initial teacher
Preparation and its relation to the staff development program was only
tommented upon by staff of the Department of Further Education, A -large
Proportion of those staff1 were engaged ip part-time initial teacher

Preparation which restricts their participation in the more formal aspects

1
About 30 per cent of teaching staff employed by the Department of Further
Education are currently enrolled in initial teacher preparatjon courses
(TEC Statistics, 197g),
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of the staff development program. In addition this situation affected the
everyday activities of senior lecturers (staff development) who must place

great emphasis on assisting these staff to gain an initial qualification.

2 Characteristics of the colleges

Four college background factors were identified in this first phase of the
study as possibly influencing the effectiveness of the program within a
college. These were the location of the college, the size and type of that

college and college staff development policies.

Location. The locality of the college appeared to be important in
several ways. For rural colleges the distance from the metropolitan area
restricts attendance at the majority of centrally-initiated activities as
few are held in country areas. Long distances to be travelled extends the
period during which the participant is ahsent from the college and increases
travel costs. Even if both staff replacement and travel costs can be covered
it was felt by some staff that the physical (and psychological) effects of
travel countered any benefits that might accrue from attending distant staff
development activities. Such a factor appeared relevant also to some metro-

politan colleges where distances of more than 25 kilometres were involved.

Many of the colleges, particularly those of the Department of Further
Education, located in the rural areas may be considered 'multi-campus' and
extend over large distances. For example, one principal has an evening-
class certre 250 kilometre. from his college and visits the part-time staff
once or twice a year. It is impractical for him to observe these staff
teaching classes and hence is dependent upon them to bring forward any areas
of concewi that may be relevant to the staff developrent program. This
situation would not be uncommon in rural colleges of the Department and
contrasts with the close liaison which can occur in the metropolitan area

between permanent and part-time staff.

The proximity of colleges to relevant industrial and commerical enter-
prises was frequently mentioned by staff of both systems. This factor is
relevant to the ability of staff to participate in short-term observational
visits, of a fairly informal kind, as a means of keeping up to date in their
specialist fields. Without the opportunity for such a close liaison, staff
would be depe~dent on more formal and necessarily less frequent industrial

experience.

Size and type of colleg-. The number of staff in a college and

particularly the number of staff working in the same area is a necessary
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consideration in understanding the operation of a staff development program
in a college. Sections or departments with a large group of staff are better
able to cover their colleagues' absences. They may also provide extensive
support to staff members on their return as they attempt to introduce newly
acquired ideas and skills. Further, it is feasible only with a fairly large
staff to mount a substantial college-based program. This itself will be
affected by whether the college is monopurpose or multipurpose. Monopurpose
colleges are more capable of providing highly specialized subject-oriented
courses for their staff. This is not so for multipurpose colleges where
courses concerned with such things as teaching methods would be more eas.ly

organized.

Staff development policies. The set of staff development managerial

tasks described in earlier chapters produce policies which characterize a
college staff development program. These policies relate to the distribution
of funds, the adoption of priorities among the purposes and types of activi-
ties, the evaluation of the effects of the program and the dissemination
among fellow staff of information derived from attending specific activities.
In the description of the two State programs it was clear that policies
relating to each of these differ markedly between colleges. The effects of
each may either directly affect staff participation (e.g. funding arrangements)
or else be less direct by reducing the willingness of staff to participate.
An often cited example of this latter effect was the expectation that some
form of evaluation was required. A final characteristic closely tied to
college staff development policy is the assistance given to general staff by
senior staff and specialist college personnel in assessing staff development

needs.

These college staff development policies result frow various managerial
processes within the college. We have placed these policy-formulating pro-
cesses within the process dimension of the framework although, of course,
they are antecedent to the policies they generate. 1In this way the evalua-
tion framework deals with the process which generates a policy as well as
the policy itself.

There will also be factors within the college which either facilitate
or inhibit the introduction of new ideas and skills resulting from staff
development programs. When staff were asked about such factors they preduced
an extensive range of responses. These could be grouped into four main

categories:
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(a) The provision of physical resources. Generally this is in the fo~n

of equipment or books, although it may refer to the adequacy of

existing buildings.

(b) Interest and support. Colleagues within the college or section may

provide encouragement and expertise in assisting staff to introduce new
ideas into current practices. Similar support may come from specialist

staff development personnel or industrial and commercial interests.

(c) Relevance to curricula and work. Staff development activities may be

immediately relevant to current curricula or work tasks or at some
future date. Alternatively they may be irrelevant to either the current

or intended work practices of the staff member.

(d) Administrative practices of the college. A large group of constraining

or facilitating factors that affect the introduction of new ideas are
the direct responsibility of the administration. Often mentioned in
this group was the provision of staff time for curriculum development
and the flexibility of timetabling procedures to allow a more varied

form of teaching.

3 Staff characteristics

A number of staff characteristics were identified in Chapter 2 which appeared
relevant to the staff development program. These included age, previous work
experience, specialist qualifications, educational qualifications and
specialist field. They may be described as primary characteristics in that
they influence a set of secondary characteristics such as areas of

expertise, related needs and domestic, personal and work-related respons-
ibilitieé. For example, qualifications and age influence the staff member's
area of expertise within the college organizatioﬁ. One would expect that
older staff members who were highly qualified in both their specialist area
and the field of education would be more likely to be involved at the senior
management level of the college. By contrast, younger staff without a broad
range of educational and specialist qualifications are more likely to be

involved at the teacher level.

Both sets of variables can be summarized as follows:

Primary characteristics Secondary characteristics
age areas of expertise
specialist field needs o
previous iwork domestic and/or personal responsibilities
education qualifications work—related responsibilities
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The present section is concerned with examining in detail the secondary
characteristics, and in particular the expected areas of expertise of staff
and their related staff development needs. Three groups of staff are con-
sidered: teachers, senior management and non-teaching staff. While the
needs of teachers and senior management in technical and further education
have been the subject of some other research, the needs of non-teaching

staff have not been analysed in any formal sense at all,

The needs and expected skills of TAFE teachers. The duties expected

of a teacher in technical and further education are broad. Apart from their
responsibility for the conduct of courses they are also required to become
involved in the everyday running of the college. The extent of these admini-
strative and 'extra-classroom' duties will vary depending upon the size and
type of college. The Department of Further Education includes the following

as typical duties of its lecturers in grades I and II:

. Prepare a schedule of work in the teaching subjects allotted for the
year.
. Keep up-to-date with developments in field of specialization and current

teaching responsibility.

. Counsel students before and during enrolment; review students' progress
and mid-course counsel where appropriate.

. Set and mark examination papers, make recommendations to the Principal
or Head on assessment gradings and record results. &frepare marking
guides for use by other lecturers and supervise examinations.

. Advise on the demand for new courses and assist in their development

if required. (DFE Lecturer, I, II, duty statement 1978)

The second point quite clearly indicates that staff have a responsibility
for their own staff development, which is also explicitly stated in the DFE
Staff Development Handbook (1978). The Training and Development Branch has
developed a set of educational competeicies which its staff believe to be
desirable in a lecturer of the Department of Further Education. They
identify five major clusters of competencies and have suggested relative

weightings of importance for each of them.1 These are:

(a) classroom practices (30);

(b) understanding adult learning/teaching processes (20);
(c) understanding the TAFE system (20);

(d) curriculum development in TAFE (20);

(e) the integration of education and the teacher's specialist
area (10). (Training and Development Branch paper, 1978)

1
Expressed as a percentage of the total group of competencies.
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These relate only to 'educationally-oriented' competencies and do not take
into account the teacher's competencies in his/her own specialist field.
This broad clustering of competencies has since been reorganized and
further refined into 85 specific skills, each major category encompassing

12 composite skills.

It appears that the approach which the Training and Development Branch
is adopting is the identification of fairly discrete skills (or competencies)
which underlie good teaching - needs are then defined in relation to these
skills. Needs used in this sense are therefore areas of expertise, associa-
ted with teaching, which require further development in order to increase

the effectiveness of the staff member.

It should be pointed out that such a strong emphasis upon detailed
educational competencies is not without its critics. Competency-based
teacher education programs have been criticized on the grounds that good
teaching represents an integration of many areas of skills, understandings

and attitudes and cannot be reduced to individual competencies.

An alternative approach is to utilize broad categories of teaching
skills and areas of knowledge that concern the art of teaching and with
which there is general agreement among staff, TAFE educators and.the
literature. This is the approach taken in this study. It has taken into
account the areas of teaching implicit in the rationale of the program, and
discussed in Chapter 2, Departmental documentation in the form of duty
statements and available research evidence that was relevant to Australian
technical and further education. From this evidence a list of 12 major
categories of teacher behaviour that appeared important was compiled. These

are summarized in Figure 6.2.

Areas of expertise and needs of senior management. A comprehensive

assessment of the administrative and management needs of senior staff has
been undertaken by Mackay et al. (1978). Mackay and his colleagues
identified nine major clusters of needs in this area among principals, vice-
principals, registrars and heads of departments of the Victorian Technical
Schools Division. Within these clusters 34 specific administrative and
management needs were isolated. However one cannot assume that expressed
needs reflect the entire set of skills, understandings, etc. required of
this group of personnel. There is a distinction between expressed needs

and the set of abilities which define senior management's role in the

college.
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In order to assess the congruence between the list of expressed needs
identified by Mackay et al. (1978) and the expected abilities of senior
management, duty statements for senior staff in the Department of Further
Education were examined.1 It was concluded that the major categories of
need did incorporate the various arcas of expertise expected of these staff
as defined by the duty statements. Only one minor modification was thought
necessary. For the present study the cluster 'understanding of procedures

in staff management' was separated from one of its constituent needs -

1 Knowledge of Basic Subject Matter - relevant to the area of specialization in which one
is teaching.

2 Teaching Skills Associated with Planning and Conducting Instructions - diagnosing student
ability, specifying objectives, choosing appropriate teaching methods.

3 Understanding Assessment and Evaluation Procedures - selecting and designing appropriate
assessment procedures for student achievement.

%  Skills in Curriculum Development — the preparation of new courses, knowledge of
curriculum theory.

5 Knowledge of Modern Developments in Industry and Commerce — being aware of up-to-date
procedures and the changing nature of the work environment.

6 Skills in Continuing Professional Development ~ diagnosing own staff development needs in
relation to one's teaching practices.

7 Knowledge and Skills in a Wide Variety of Areas - not directly related to one's area of
specialization.

8 Skills in Counselling Students — in areas such as study problems, job placement and
personal problems.

9 Interpersonal Skills ~ in dealing with fellow staff, students and the community.

10 Knowledge of 'Routine' Procedures - such as basic safety and first aid procedures,
knowledge of the legal obligations of teachers, maintenance of records.

11 Knowledge of the Philosophy of TAFE - understanding the relation between one's own area
of specialization and the overall TAFE program.

12 Knowledge of Elementary Administrative Procedures - introduction to staff and financial
management.

Figure 6.2 Twelve Categories of Skills and Understandings Important to
Teachers in Technical and Further Education

1 These duty statements were for the Head of School and Deputy Head of
School and contained in staffing advertisements for 1978.
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‘understanding strategies of staff development'. Since the further develop-
ment of one's staff is the responsibility of senior management such a clear

differentiation was thought appropriate.

This resulted in ten areas of expertise which defined the role of
senior management and in which staff may require further development. These

are summarized in Figure 6.3.

Areas of expertise and needs of non-teaching staff. There has been

little systematic examination of the possible needs of staff members other
than teachers and senior management. Support staff such as librarians,
services personnel, laboratory technicians and general office staff have
been largely ignored in research on staff development. However a number of
papers presented at the Staff Development Conference of the Department of

Further Education in August 1978 focused upon the needs of these staff. For

1 Knowledge of the TAFE Administrative Network - its structures, administrative
procedures and key personnel.

2 Understanding TAFE - its philosophy, current goals and likely future developments.

3 Skills associated with Educational Leadership - knowledge of teaching/learning practices
relevant to TAFE.

b Understanding of Procedures in Staff Management — staff assessment and job selection
procedures, the preparation of job specifications.

5 Skills of Staff Management ~ understanding human relations, developing team work,
delegating autherity and interpersonal communication.

6 Financial Management - skills in budgeting, financial planning and technigues of cost
benefit analysis.

7 Understanding the Procedures in College Administration - such as school records,
examinations and student enrolments, the running of meetings.

8 Skills in College Administration - decision making, preparing submissions and reports,
managing resources.

9 Skills associated with Extra-Institutional Management - developing relationships with
the community including industry and trade unions, assessing community needs and
co-ordinating community education facilities.

10 Understanding the Strategies of Staff Development - establishment of needs and )
priorities (both individual and departmental), knowledge of appropriate methods
of staff development and their evaluation.

Figure 6.3 The Areas of Expertise which Relate to the Role of Senior
Management in Colleges of Technical and Further Education
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example, the 'Lecturer Librarian' Group submission (1978) noted three main
areas of concern:
(a) administration skills, i.e. planning, staff admi.istration and evalua-

tion, market research, public relations, design and display, worker
participation and team building; "

(b) general educational methodology, i.e. resource utilization skills,
media and educational technology, philosophy and nsychology of
education;

(¢) 1library based skills, i.e. maintenance and updating of library skills,
basic bookkeeping and budgeting, current awareness of the state of the
art.

A paper presented by Simmonds and Neale (1978) drew attention to the
needs of ancillary staff. They noted that 'the needs of ancillary staff may
be categorized in quite a different way from that of lecturers - their role
is to process material, data and people so that the college can function -
it is a supportive role'. As a result, ancillary staff needs a;e likely to
be in the area of communication, public relations, a knowledge of audit re-
quirements, accounting methods and stores control. Simmonds and Neale
identify one further need which they believe is extremely important -
ancillary staff must understand the educational functions of the college and
the overall aims of the Department of Further Education so as to maximize

the effectiveness of each.

It is clear that there are many groups of staff members within a college
of technical and further education each contributing particular areas of
expertise and, presumably each with individual staff development needs. The
present study could not encompass all groups of non-teaching or support staff.
However a decision was made to define the areas of expertise and staff
development needs of one group - the staff development officers.1 It will
be recalled that in the Department of Further Education these are referred
to as senior lecturers (staff development) and in the Technical Schools

Division as either staff development officers or education services officers.

The identification of the areas of expected expertise of the group of
officers was based on three sources of information. Firstly, the overall
rationale of the staff development program provided valuable insights about
the role these officers were expected to fulfil. Secondly, job advertisements

incorporating duty statements for senior lecturers (staff development) were

1A point worth noting is that no paper presented at the Staff Development
Conference of the DFE considered the staff development needs of the senior
lecturer (staff development).
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available for scrutiny. Finally, interviews with both senior lecturers
(staff development) and education services officers clarified their actual
roles within the college organization. By this means a set of 12 broad

areas of expected competency was identified. These have been summarized in
Figure 6.4.

1 Skills of Personal Counselling - knowledge of modern approaches to counselling staff.

2 Skills of Vocational Counselling - knowledge of courses etc. related to career development
of staff, knowledge of different career opportunities both inside and outside TAFE
for staff.

3 Knowledge of the TAFE Administrative Network - its structures, administrative procedures
and key personnel. )

4 skills in planning and conducting staff development activities - in a wide variety of
fields and utilizing adult learning techniques appropriate to teachers.

5 Procedures of evaluation in education ~ knowledge of different forms of evaluation
applicable to both teacher effectiveness and organizational effectiveness, design of
evaluative instruments, implementation of evaluation strategies, assessment of staff
and organizational needs.

6 Understanding of Administrative and Managerial Theory and Practice — power structures
within organizations, communication networks, types of decision making, methods of
goal setting.

7 Knowledge of Educational Technology - use of modern audio-visual equipment, etc.

8 Understanding of Modern Teaching Practices — application of appropriate teaching
practices to particular fields and streams of study.

9 Research Skills in Education - including development of new procedures for staff develop-
ment and new organizational structures, assisting research activities in other fields.

10 Knowledge of a Broad Base of Educational Theory — including modern developments in
educational psychology, sociology and philosophy.

11 Understanding the Processes of Innovation - including both curricular and organizational
innovation.

12 Knowledge of a Wide Variety of Human Resources — in other colleges, in industry and
commerce, and in other educational institutions.

Figure 6.4 Twelve Areas of Expertise that Relate to the Role of the
§£?ff Development Officer in Colleges of Technical and
Further Education
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Areas of expertise and needs of staff in TAFE - summary, There are

many groups of staff in technical and further education. Each group has
particular skills and knowledge and individual staff dzvelopment needs. For
the purposes of this project the expected competencies of three groups of
staff were identified: teaching staff, staff development officers and senior
management. Rather than attempt to specify detailed competencies for each of
these staff, it seemed more appropriate to utilize global descriptions of
broad categories of these specific skills and understandings. No mention has
been made of attitudes and values - these would be expected to result from

the interaction of each of the categories listed and from the further develop-

ment of certain areas of college functioning.

Other staff characteristics. Staff may have responsibilities which

restrict their participation in a staff development program. These
responsibilities may relate to their work where, for example, teachers may
not wish to break the continuity of their teaching program to attend activi-
ties. This responsibility may be heightened during those times when
students are attending college on 'block-release' from their employer.
Alternatively, the unwillingness or inability of staff to pParticipate in

the program may result from their domestic/personal life. In either case
these secondary characteristics would be expected to be influenced by the
staff member's age, field of specialization and level within the college

organization.

4 Organizational characteristics and needs of colleges

Earlier chapters have noted the importance of college organizational pro-
cesses and their relevance to the staff development program. However there
is little research evidence from which to establish what such processes may
be in colleges of technical and further education. The only organizational
models which are currently being applied in the TAFE sector are based upon
the behavioural science model of organizational development (e.g. Schmuck
and Miles, 1971; Beckhard, 1969). This model also provided the basis for
this aspect of the current study.1

Schmuck and Miles (1971) note that educational institutions are com-

posed of subsystems which perform various functions. These functions range

1 The interested reader is referred to the following articles and texts:
Schmuck and Miles(1971), Cadd and Drew (1978), Mulford et al. (1977),
Mulford (1978).
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from teaching in specialist fields, co-ordinating college curricula and
assessment through to the supply of resources. One could also refer to the
department in Victorian TAFE colleges, and the schools in South Australian
DFE colleges, as subsystems within the entire college organization. Each

of the subsystems 1s characterized by a set of seven organizational processes
which influence its effectiveness. These proéesses relate to (1) communica-
tion between individuals, (2) the establishment of goals, (3) the tolerance
of conflict between individuals, (4) group procedures at meetings, (5) the
solution of internal problems, (6) decision-making mechanisms and (7) the

monitoring of change.

Two points should be made in relation to these subsystem processes.
Firstly, they are interdependent and r-: easily definable without reference
to each other, and this is acknowledged by Schmuck and Miles (1971).
Secondly, and this is more troublesome, there is considerable overlap between
the processes. That is the processes do not appear to be conceptually

distinct.

Organizational processes which characterize the entire college sy5tem
arise from the interaction of these subsystem processes. Schmuck and Miles
propose four quite global processes that typify an effective educational

institution. These are:

(a) the ability to perceive problems that arise from either the

surrounding community or the organization itself;

(%) the utilization of all available resources, both college- and

community-based, in the further development of the college;

(c) the responsiveness of the college as a whole, together with its

constituent sections, to internal and external demands;
(d) the evaluation of progress towards established goals.

The distinction between system and subsystem process€s is a useful one
in that it provides an avenue for examining the needs of the college and the
needs of individual sections quite separately. However one must be careful
in accepting too readily the Schmuck and Miles model as being appropriate
for technical and further education. Already we have noted the need for
conceptual clarification. In addition it was originally designed for
general educational institutions where each of the subsystems may be more
closely related than one might expect of departments/schools within colleges

of technical and further education.
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As a result of a consideration of the above literature, discussions
with academic staff specializing in organizational development and comments
made by TAFE college staff, a statement of department/school and college

organizational processes was compiled. These are shown in Figure 6.5.

This concludes a consideration of the possible organizational character-
istics and related needs of colleges and their component sections. In a
staff development program these are important for several reasons. As areas
of college functioning that may require further development they assist in
determining the relevance of the staff development program that exists in
each State system. They also provide clearer bases for initiating develop-
mental programs in this area. Finally some may also influence the
effectiveness of the program by assisting staff to examine their own needs,
providing staff with the opportunity for continuing professional development

and facilitating the introduction of ideas and skills gained during activities.

A AT _THE DEPARTMENT (SCHOOL) LEVEL

« communication between staff within the section

« specification of course objectives

« tolerance of a diversity of educational practices and opinions
» utilization of all the abilities of section staff

» participatien of staff in decision-making

« continuing evaluation of the effectiveness of the section

» specification of areas of responsibilities of staff withir the sectjon
B AT THE COLLEGE LEVEL

« communication between the sections of the college
- sensitivity to the concern of the staff, pareats and the comnupity

« utilization of the skills and interests of all staff in the further development
of the college

+ Comnunication between the college and the comnuni ty

« continuing evaluation of the effectiveness of the college

+ continuing development of college structures in response to changing demands
s utilization of appropriate decision making procedures

- specification of areas of college responsibility for a1l staff

Figure 6.5 Organizational Processes at both the Department/School Level
and the College Level in Technical and Further Education
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In this latter role these organizational characteristics are more correctly
regarded as processes of the staff devclopment program and fit more

comfortably under that category of the evaluative framework being proposed.

5 The background factors - a summary

Figure 6.6 summarizes the set of background factors that are proposed for
the evaluation of a staff development program. There are five major
categories of these factors of which three relate to the college, viz.
college influence upon both staff participation in the program and the
introduction of new ideas gained from activities and, finally, college
organizational processes which may themselves be the focus of further

development.

System characteristics Policies of st-*f development
including rurding arrangements
at‘endance regulations

General systemwide factors
including initial teacher preparation
relieving staff

College characteristics I Location
Size and type
Policies of staff development

College characteristics 11 Provision of physical resources
Collegial interest and support
Relevance to college curricula
General administrative practices

College characteristics III College/section needs
including perception of problems
resource utilization
organizational responsiveness
evaluation of goals

staff characteristics Needs of teaching staff
Needs of support staff
Needs of senior management
Work-related responsibilities
Domestic/personal responsibilities

Figure 6.6  Background Factors of the Staff Development Program
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The_Processes of the Staff Development Program

There are four groups of Processes relevant to a staft development program,

Two are directed towards policy tormulation at the college and system level,
Another set of processes concern the individual staff development activities
which constitute the staff development program for 2 particular State
technical and further education system. Finally, there is the overall
program which results from the integration of its constituent activities

and which itself js a process variable. The first two may be referred to

as policy formulating processes and the latter two as staff development

processes.

1 Policy formulating processes

Considerable attention has already been given to policy formulating proceSses
at the system and college levels in Chapters 3 and 4. To briefly summarize,
there are potentially seven managerial tasks or processes which may lead to
policy formulation in each of seven areas relevant to staff development,
These policies relate to the system and college background characteristics
identified above and the managerial tasks are the processes by which these
policies are generated. The seven managerial tasks are as follows, although

it has already been note. that Nos. 4 and 7 are not relevant to the college

situation:
. The formulation of aims
. The provision of financial, co-ordinating and decision-making resources

and arrangements

. The specification of broad program content

. The formulation of an accreditation policy

. The evaluation of progress and outcomes of policy

. The dissemination of findings throughout the system
. the promotion of ongoing research into system needs

These therfore constitute the first two groups of processes that may
operate in a staff development program. Tley may apply at either the college
or system level. Even at the system level they may refer to the State
Technical and Further Education Department or the Federal Technical and

Further Education Council.
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2 Staff DoyelOpment Processos

An examipation of documents supplied by the Technical Schools Divisioen
and the Department of Further Education indicntes that strategios for staff
development are extrcmely wide ranging. There have been attempts to develop
typologies foyp the various forms of staff development strategies. Often
Tesearchers have utilized the work of llavelock on the diffusion of inpovation
and pianned eqducdtional change (Havelock and Havelock, 1973). For example,
Tisher (1978) fhas distinguished strategies for the dissemination of information
and the leamming of skills uccording to the relationship between the person
already possessing the information and skills and the intended recipient.
At one extreme there is a rational presentation of ideas by some authoritgtive
pPerson to a relatively passive recipient. At the other extreme there iS a
collaborative problem solving effort by both the expert and the learner which
utilizes the lstter's creative potential. Using this approach Tisher argues
that one can order strategies along a continuum from the issue of printed

material throygh to lectures, m=ctings, conferences, and finally to consujtancy.

This is an interesting approach to differentiating between staff develop-
ment activities. There will be some overlap in the type of Tesource-peTsof
recipient jnteraCtion that characterizes any activity and one would not
expect any of the strategies to adherz strictly to a particular point on the

continuum,

Against thiS background and after discussing the various strategies with
staff we would propose the following groupings of staff development procCesses

for the curTent Study:

(a) Filps and printed materials. This represents the basic level of

compunication and flow of information. One would expect only
minjmal interaction between the recipient and the resource personnel
supplying the information (unless it was part of a more complex

staff development activity).

(b) Lectures, short courses and long courses. These activities result
in the dissemination of a prescribed body of knowledge from the
résourte person to the staff member. Generally they will be of a

highly structured form,

(c) Meetings, seminars and conferences. Staff participating in these

aCtjvities interact with the resource staff to varying degrees.

The learning environment may range from being highly structured
t0 bheing quite informal.
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() Workshops. "These are usuably of a move coprborative nature yith

hoth rvesourco povson amd staff member Interacting oxtonsively.

(e} College ind industrial visits. The type amd extent of intevaction

hetwoen the visiting staff member and those staff being visited
will vary considerably depending upon the patYive of the visit,
Howevor One would expect that there is likely to be a tyo-way
transter of information between staff during college visits., [n
the case of industrial and commercial visits Ohe would not expect

such ap interflow.

(f) Consultancy. As it is commonly practiced in technicul and further
educatjon, consultancy is very much a collaboTative process with
each party working together to help solve a staff member's
particular problem,

Each of these staff development processes refer to individual staff members
Actively pursuing new ideas and skills. If staff attend in groups, such group
membership is coincidental. The above strategies do npot encompass those where
8roup membership is an integral part. These latter staff development proc€sses

are referred to as college (organizational) development St:rategieS.1

College development is synonomous with organjzation development except
of course the college is the focus of change. Mulford has provided the
following definition of organization development and on¢ which seems to cspture
fully the intents of its advocates:
A planned intervention by external change agents/0.D. consultants,
using behavioural science knowledge to help an organization to diagnose
its organizational purposes and processes and develop a plan through which
all members of the organization can, themselyes, modify these purposes and
proCesses in sUch a way that they can sustain the modjfication processes
in a changing environment. (Mulford et al. 1977:213)
In this type of developmental strategy the collaboration betwWeen the respurce
Person - the cs.ange agent - and the recipient - the entile college organjzation
is intense and may be long lasting. As a process for change it may jtself
utilize any of the above mentjoned strategies although one would expect a heavy
emphasis upon consultanCy to remain throughout. However there is likely to
be a gradual shift from one of dependence upon an externdl change agent to a
dependence upon consultancy from within the organization-
e

! If the focus of these strategies is on a department or SChool of a college,
then the terms departmental development or school develOpment would be
appropriate,
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This very brior ‘luﬁcplpti““ of col 1(_,;.1 developmont as a developmentat
process wi1l suffice for the moment, Lo 9 discyssed in grentor detnil in
Chapter 9.

A group of six staff dovelopmeny DuigtSses has hoen described above
and It {s not intended that these bg tdket 4 ©xhaustive. Howover one final
point needs to be noted. Each of thes@ I,rchss strutogios will be content
bound and directed towards particulyy Ang Varied purposes. An individual
staff member may attend a number of ¢hQsg ¥itivities over a year. It would
seem useful tc think of these aggrega1®qd gctivitjos us possibly comprising
a whole staff development experiencg whigh \s More than a summation of each
of the individual activities. One pjght #1% cConsider an entire State staff

development proyram in this light.

The key prccesses of a staff dwelopm@‘\t Program have been summarized

in Figure 6.7.

Qutcores of a S1aff Development ProprgM
The outcomes ol a staff developnent pyQge™ may be extremely varied. Some

may be prescnt at the conclusion of zy activVity; other outcomes may not be
evident until some time later. It ggeMs spPropriate to consider three types
V\M>&’V~MW

Policy Formularing Processes ghe fgrm"’latiﬂn of aims
M peov*Nion of fimancial, co-ordinating and
dciglo” making resources and arrangements
the yectication of broag program content
tre fgrm"latiﬂn of an aecreditation policy*
e oulWtion of progress and outcomes of policy
the gjssehination of findings throughout the
2LV
tr® pondtion of ongoing research into system needs*

- the System level
- at the College le-al

Staff Develops 'm Process Filmg nd printeq materials
LeCtyess short~) long-courses
MeRtiggss seminars, conferences
wa'kshoP?
callgge. Industrial visits
Consyjrafty

col Loy (“rgaﬂizational) development

0veryy) staff development program

M—M———N/\/J\—/\—\A

* not applicable at the college level

Figure 6.7 The Processes of a Stags Deyeldpment Program
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of outcomes which may accure from a stalf dovelopment activity:  ingediate,

intermodiate and long term., he mmediate outeoped colprise thoso which have

doveloped by the ond ot thoe activity. The Intormedinte outeomes appoear at i
lator dato, probably up to o your, as a resnjr of the activity and, poerhaps,
some other experiential factors. Finally, long tern outcomes, as the label

implies, occur at a fairly long interval afrer the dctivity and resytt from
a4 complex Interplay of many factors, one of which has boen the staft develop-

ment experience,

What are the possible outcomes of a staff development program? There
has not been #n extensive and systematic examination in the literature of
what are, potentially at least, the benefits of a staff development program,
A close reading of the Trienpial Report 1977-1979 (TAFEC 1976) and documents
provided by both State TAFE Departments as well as the Statements of staff
suggests however that there are a number of quite specific benefits which
may be identified. These benefits fall into three categories, There is a
group of benefits which is directly associated with the staff member,
Another group. while dependent somewhat on the first, focuses upon the college
as an organization composed of various subsystems and working towards a common
goal. Finally, there appears to be a set of system benefits which can be
abstracted from both the college benefits and indjvidual staff member benefits

and which possess an integrity of its own. Each of these will now be examined.

1 Possible benefits for the individual staff member

One of the most basic outcomes for staff is an increased knowledge of
concepts and skills related to their current job., This is true for teachers
and non-teachers and may result immediately from 5 staff development activity.
Another immediate outcome could be a more thorough understanding of the work-
ing conditions in modern industry and commerce, Each of these may lead, over
a period of time, to a number of intermediate outcomes., These will include

an increased confidence in dealing with students and an improvement in work

performance.

There are other immediate outcomes which wil] be more closely rejated
to a staff member's future career. For example, the provision of a fimm
foundation of relevant knowledge concerning career opportunities is ap
important benefit. Another would be the acquisitijon of skills and under-
standings not related to one's present job but relevant to some future

appointment within technical and further education.l Therefore in the

1A small number of staff interviewed felt that such appointments could also
be external to the system.
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lopgor toVm one might oxpoct Both thene mare janosdiat e outeomes to al foct

a)  the Future posicions of rospopsibi ity within the opganizat ton
| | [y

which @ wenl @ monbor obtaing on prramot ton.,

() the aduptabitity of tho statt wembor Irelation to yvarjeuws arons
of spocinlization within the m'gunlznl‘lnu In which he oy she may

work.
Each of thest poeds further comment

In Honoral the promotion ot toachors to pore senior positions ot
responsiPllity is based upon the effoctivencsy of their teaching and/or their
length of service in the system.  This has dofinttely beon the cage in the
past ajthough recently there has been some liperalization of the criteria and
procedur®s accepted. There was a common concern amongst staff interviewed in
the first phase of the study that staff in lipe for promotion would benefit
from staff development activities directed towsrds administrative and
manageri2l techniques, and that such courses should be a necessary prerequisite
for more senior appointments. There was also the concern expressed that
some stoff aspire to senior positions of a nop-Management type, ruch as
curricylum development officers within a collegeé or specialist branch.
Specialist staff development activities at an advanced level would benefit
the career of these personnel, @ view also presented in the Triennial Report
1977-1978 (TAFEC 1976).

Rapidly changing technological and societal demands made upon the work
of colleges suggests that a key benefit of a staff development program would
be an jnCreased adaptability of college staff to change. The notion of
adaptability is a complex one. It involves mor€¢ than the acquisition of a
broad ranging set of skills that will enable the staff member to work in
different areas of specialization as the need arises. It also involves the
developmént Oof a particular attitude on the part of the staff member to
changing Toles within the organization. oOne canhot assume that staff members
will readily accept changes in their current jobs even if they possess the
necessafy skills. This could be especially tru¢ for staff who have been

employed in @ current job for a lengthy period ©f time.

TheTe was a number of otheT benefits to individual staff members which
were mentioned during the preliminary interviews. Two are worth noting.
the first being staff recognition within the system. This may result from

attendante at activities, from the Implementation of ideas and skills
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devoloped dving activitios av from the dissonbnation of those Ldeas theongh-
OUE the system. The fmportance of StaUE vocognitiog is that it haltds o
Rolf-outoum dnd May ittso ophancg chree e profpocts. The second i vlosa o
one o the PAYTE tonets of Fureher odication - (ho development gt e
Membors of 8 socloty a diversity of vecrvontbonal skills, Some stafr proposo
that an dwportant honefit of the stalt developmont program coutd ho the
dovelopment ¢t 4 varlety of skipls and Mowlodge not related to one's
oceupation, Thisin turn could resalt in psyehoogicially and physiealy
healthiov sttt mombory,

2 Possible aoheflls to the colloge s mn organization

There arc w0 hroad categories of Potential henefits to the colloge, Tho
first relates to the overall organlzation of the colloge and is quite

gcneral in ndture. Rolationships between staff and relationships between
staff and the college as an instjtution may be affected by the program. Hence
a fostering Of professional contsct between teaching and non-teaching staff
may be an immedidte outcome of ap ActiVity and one which affects the relation-
ships between individual staff members. Similarly an understanding of one
another's work in the college is likely to be an immediate benefit affecting
staff relationships. Each of these may in the longer term lead to a more
co-operative appToach among staff in their work, a more satisfying work
environment 8nd an increased compitment to the goals of the college. In this
last instance the relationship between the staff members and the college as
an institutiod is clear,

An important benefit to the college of the staff development program is
its effect upon Tesponsiveness. 7The responsiveness of a college will be
influenced by its ability to predict changing community needs. Such a benefit
will be associated with an incregsed awareness among individual staff of
the future needs of industry and commeTce but arises out of the integration
of that awareNess rather than individuals acting on their own initiative.

The second major group of college benefits are more specific and refer
to partjculsr functions of sections or subsystems within the college. For
example, the following outcomes would 2ppear to fit this category:

(a) the widespread introduction of modern teaching practices

throughout the college;

(b) the effective utilization of library and audio-visual resources

in the college.

125 13

'Y



O

ERIC

Aruitoxt provided by Eic:

Phe dependonce ot 1o ol Toge bl cs g the devalopimont asang
el o preteeudary shi s, updeestCandings gl atUirudes ta hothe their own
work gl that ol the coljepge s appaeent ll\uy ivaalho Vikely o he dapen-
dent upon the ralationship between cortain grag o stal v, For dhaene
reasons thoy will probahly ho bonger ter henof PSS aevalng from a yariety of
stuft development acgivigios vothor than any :ipl"'ll'i" webivity. A move
uffective utidtization ot tibpepry vosources will bu fultaenced by the leveln
ol axpuptine and genera attitndes ot both bahpa*y peesonnel ad toaching
staft pathor than one or tho othor.  Shnitarty the wideipread int raduct fon
of modern teaching techniquos 1o dopondont yipop Che shitly amd attpnudes ol
tonching staff amd also ghotse of support seot'r wlon whom now demands way he
made, In conclasion a varlety of these sorey of vatcomes, spocltiv ta each
functlopal section of o college organization, ¢ be expocted tvom o stat’t

development program,

3 Possible benefits to the systew

Some outcomes of a staff developuent program wlll be more gystem-oriented
rather than rolated to individual colleges ov stdtf membors, These outcomos
are generally long term, appearing possibly five Years later and resulting
from a pumber of activities or the c¢ntire progra™. rather than any specific
activity, The balanced development of the TARE “Ystem within a State or
across Australia is one such system benefit meptioned in the Triewnial
Report 1977-79 (TAFEC 1976). Increased credibility of the TAFE system as

a component of the post-secondary system is apgther possible long term
benefit of the staff development program. By raiSing the expertise of
staff, both in specialist and teaching areas, soM¢ senior administrators
argued this would result in higher standards amo™® students graduating from
these institutions and greater staff contributions, in the form of consultancy
and research, to industry, commerce and the comw™ity in general., In this way
they believed that the community would more highly regard the contribution

of this sector.

An interesting long term outcome also menti®hed in the Triennial Report
1977-1979 (TAFEC 1976) is the greater contributjon of TAFE personnel to the
initial preparation of staff within technical and further education, thereby
ensuring its relevance to the needs of the systeM™ This long term benefit
would be dependent upon increased knowledge and skills of particular staff
in adult learning processes and related areas, Hoyever this outcome could

not finally develop until there was widespread acteptance of the expertise
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Al author ity of these indivoluals Pt WILREN il ant s e The sy st e,

There in also o AW b b group ar figed ot e bomlits that voncery e 8y a1 el
ws o whabe aml whtel may vesidt Veom ugdiviedue | Mriviires, Py o Hhoya
appear ospecially pmpovtant . Some g, byl bos Wy proviide sentor dahwi gy
CIve SUE pavticntarly those at Henl PP o, with cleavor Peresitiong ot
the concorns aid viows hold by colLage hanorl sty oy catbain taalisn . Phiy
wonbd eniah ba more appropriate by deg s bogs to B mde s e a1y g
el s beal and overseas schobinvsiips ey provide o hody of research intog
mation on which poticy may bo formniated f'or the antive system b eier
cane the honot'les weo fimodinte fa natupe bt Aro capable af inflaencing
the tongor term the dovoelopmont ot Cechiictl wml (uethor oduent lon at the

systom lovel,

Priovition among Program Outcome:

Threo broad catogories of possiblo outeamen of a seapy dovaelopuiont program
have just beon described and, within each, o numhor of pas tienlar outcomes

montioned by stafl have boen specilioed.

Teachers, ancillary staff, college senior management and head oftice
personnel will probahly value many of these outcomes quite differently, Thig
is to bo oxpected. What is extremely important for one stuff membor may not
be for another. Judgments about hrogram offectiveness are dopendont upon the
extent to which these outcomes are valued and therefore one might expect

different judgments to he made by different stafe,

The General Framework for the Evaluation of
Staff Development - A Summary

Three general categories of variables have been proposed as providing a
suitable framework for the evaluation of staff development, These are back-
ground factors, processes and outcomes. Within the background factors are

a number of major elements which relate to system, college and staff
characteristics. These characteristics ipclude Policies of staff development,
system and college organization procedures, and needs and responsibilities

of staff. Each of these characteristics influence staff participation in

the program and the implementation of ideas and skills gained, The major
process elements of the staff development program are the individual strate-

gies that comprise the program and the managerial tasks by which staff
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development policy is formulated and implemented. The program outcomes of
a program may be of benefit to the individual staff member, the college or
the system. They may either result immediately from an activity or develop

over a period of time and not become evident for a number of years.

The report so far does not sregest how the elements which comprise the
proposed evaluation framework might be measured. That is the concern of
the next chapter which examines methods and measures appropriate to a
college-based evaluation of staff development. The application of the strat-
egy to the evaluation of specific staff development activities is dealt

with in the final chapter of the report.
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CHAPTER 7

METHODS AND MEASURES

The evaluation framework for staff development just proposed in Chapter 6
consists of an extensive array of elements: teacher characteristics, college
needs, system policies, processes of staff development and program outcomes .
Information needs to be collected about each of these. There is a variety

of methods and associated measures that can be used, as well as a varjety

of people who can provide the required information. These are the two
central concerns of this chapter - who are the relevant sources of infor-

mation and when and how should information be collected.

We begin by indicating several alternative approaches to the collection
of evaluation data about each of the elements and then propose what appears
te us to be the most appropriate. This is followed by a detailed eXamina-
tion of the way this approach can be applied to the evaluation of a college
staff development program. The aggregation of each of these college
evaluation studies to provide an overview of the entire State staff develop-
ment program is discussed in the next chapter. It should be pointed out
that the intention of this study was to produce a college-based evaluation

1

methodology. Emphasis was therefore placed upon the development of

methods and measures suitable for use within a college.

Sources of Evaluative Information

The successful evaluation of staff development must be congruent with jts
management. Earlier chapters have suggested two managerial models: the
institutional management and staff autonomy models together with the
concomitant notions of 'evaluation from above' and 'evaluation from below'.
Evaluation from above implies that the responsibility for €stablishing the
evaluative criteria and implementing the evaluation lies with the senior
management of the system. In the case of the evaluation of an overall
State program, senior management may refer to the State Staff Development

Standing Committee to which the State Department has delegated substantial

In reaching this decision the researchers were guided by the advisory
committee which felt that such an approach was consistent with the
management of staff development in each of the State TAFE systems
concerned in the study.
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authority for the program. If the evaluation of a college staff development
program is the concern, senior management will refer to the Principal or
those senior staff whose responsibilities include staff development.
Evaluation from below implies a quite different approach. In this case
establishing the evaluative criteria and implementing the evaluation is the
individual staff member's responsibility. These are two alternative
approaches. At the end of Chapter 3 another possibility was suggested which
focused upon a collaborative approach to staff development management -
Consistent with this approach is a methodology for the evaluation of staff
development which recognizes the different responsibilities of varjous
staff members, both senior staff and general staff. These responsibilities
are clearly spelt out in the case of the Department of Further Education:
The approved staff development concept clearly places responsibility
for development on line management, but individuals Tetain responsi-
bility for their own development. (Training and Development Branch, 1978)
Notwithstanding the difficulties already raised in regard to this model, a
collaborative form of evaluation would seem to be the most appropriate.
This approach was widely accepted in discussions with staff during the

preliminary phase of the present study.

One of the difficulties of this sort of managerial model already
mentioned is that its succesS is dependent upon 'a set of understandings
about the continuing professional development of staff that is shared by
all concerned and which, for both parties, adequately defines the process'
(Chapter 3, p.39). A similar comment can be made about an evaluation
strategy based upon a collaborative approach. The evaluation framewoTk
defined in the previous chapter is an attempt to provide a set of common
understandipngs about what should constitute the evaluation of staff

development, .

In brief, the methodology for evaluation being proposed is one where
each staff member collaborates. For most staff this will involve reviewing
their own continuing development; for some others it will also include
reviewing the continued development of their colleagues. Further, a set
of elements about which data should be collected has been suggested which
defines, in a manner acceptable to each of these groups, the breadth ©f an

evaluation of staff development.

Evaluation viewed in this way relies heavily upon a two-way communica-

tion between general staff and senior management about particular elements
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contained in the suggested framework. This is a direct consequence of the
notion of collaboration. One can think of three categories of staff in a

college of technical and further education:
1 General staff including teaching and support staff;

2 Heads of sections having staff development responsibility for

between about 3 and 100 staff;

3 Principals of colleges who may delegate their college staff
development responsibility to staff development committees, or

specific senpior staff.

The methods by which data about specific elements of the program are
collected could therefore involve each of the above three categories of
staff in a way which reflects their staff development responsibilities.
Ideally this data collection should provide the basis for communication
between each of the categories of staff about important aspects of the
staff development program. This would be equivalent to the descriptive
phase of an evaluation study (Stake, 1967). It may involve both quantita-
tive and qualitative techniques within the boundaries of the evaluation

framework developed in the previous chapter.

This is not meant to indicate that information about all of the
elements defined in that framework should be collected from each of these
categories of staff. For example, general staff members may not be aware
of the details of funding policy which currently apply in a particular
system. Likewise staff development committees may not be aware of the needs
of partiCUIar staff members. However all categories of staff will have their
own views of the effectiveness of the program and each can quite usefully
comment Upon that. What is suggested is that whenever appropriate,
different perspectives on the same issyes be obtained from two or more
categories of these staff. In those colleges where staff development

“officers are found, a further perspective is possible and should be examined.!

1 The approach being suggested should not be confused with staff appraisal.
Staff appraisal incorporates many of the ideas expressed here but has two
major differences. It is often associated with staff promotion., While
that may be a long-term outcome of an individual participating in the
program, 1t is not a prime concern of the evaluation. Secondly, the
elements constituting the evaluation, including the criteria for judging
program effectiveness.are defined by both senior management and general
staff. This would not typically occur in staff appraisal,
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It would be useful to present an overview Of the strategy for the
evaluation of staff development which emerges from these considerations,
before examining in detail further aspects of the proposed methodology.

This is done in the following section,

College-Based Evaluation of Staff Development - An Overviaw

A strategy for the college-based evaluation of staff development is proposed
which is hierarchical in nature. This hierarchy reflects the breadth of
staff development responsibility held by personnel in the colleges. Those
at the top of the hierarchy need not always be the most senior staff. The
documentation of the Victorian Technical Schools Division described earlier
suggested that staff development committees, involving staff from all levels
of the college organization, often held this overall respomsibility. A
major feature of the strategy is that it integrates both the institutional
management and staff autonomy models of staff development and incorporates

both summative and formative evaluation functions.

Figure 7.1 depicts the proposed strategy and the major evaluation reports
by which data are collected. Each report contains a series of questions
congruent with the staff development responsibilities held by the 'target’
respondents, However it was not our intention to construct questions or
exercises that incorporated all possible items that could be asked. Rather
it was our intention to produce a set of core or basic items about which
information might be sought. Further items could then be added which were
relevant to a specific college and situation, A number of the core items
might even be deleted if they were thought to be inappropriate. The important
point is that the breadth of coverage of the evaluative strategy should not
be restricted. Information about each of the elements of the evaluative
framework outlined in Figure 7.1 remains an integral part of the descriptive

phase of an evaluative study of staff development.

When Should the Data be Collected

Closely associated with who are the relevant sources of evaluative information
is the question of when should this information be collected. If one is
concerned with the continuing evaluation of a program, as is this study, the
data collection will occur over the period of time in which the program is
implemented. By contrast, if evaluation is summative then data collection

will occur at one point of time.
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1t would appear useful to collect informatior about college and staff
needs and Copstraints affecting program participation st che beginning of the
program, These background factors might serve as a useful basis for develop-
ing appropTiate program aims and planning the most suitable piocesses to meet
these aims. After a period of time the effectiveness of the program could
be assessed in Yegard to a broad set of criteria. The time interval between
the assessMent of background factors and the evaluation of program outCopes
will be dePepdent upon the following factors:

(a) The 1ength of time for outcomes to become evident. This could be 12

monthS or More after an activity has concluded.

(b) The changing structure of the college. Until racently there has been
a rapid turnover of staff in many educational institutions. To propose
a two or three year period between the assessment of staif nceds and
the eValuation of a staff development program in terms of criteria
related to those needs would have been inappropriate. Now with grester
stability in college staff appointments such a proposal would be qujte
feasible.

(c) The funding arrangements for the program. It may be useful to 1ink the
period of evaluation to the set interval for which a college is funded
for staff development, In the Technical Schools Division this is5 one
year, apd a similar period is envisaged for the colleges of the Depgrt-
ment Of Further Education. The danger with this js the close assOciation
between aCcountability and evaluation it could foster.

Taking each of these factors into account it would seem that 2 12-24
month intéTvgl would be suitable. This would allow sufficient time for
intermedidte outcomes to emerge as well 3s immediate outcumes from activities
to be evident. Evidence of possible long-term outcomes might also he Present.
In additjon this period would incorporate a significant, but not excessive,
amount of Staff development activity (as indicated by the preliminury phLas®
of the study). It would therefore allow the evaluation to serve a monitoring
function, Capuble of responding to unexpected circumstance and hLence Presetve
its formative Tole.

This time sequence can be shown as follows in Figure 7.2. Time, denotes
the beginfting of the period for an evaluation of a college staff development
program, At this point of time information gzbout background factors Would be
collected- 'I'ime2 represents the conclusion of the program wnich is being

evaluated and is characterized by an evaluation of program outcomes

-
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Time3 is a replication of the exercise which occurred at timel, but at a later
date,.

One further iSsue has been raised which requires cOmment. During the
preliminary phase of the study a common complaint made by staff concer ied
the notion of a staff development 'program'. They felt that the idea of a
program was too inflexible and not in keeping with theil interests. These
staff argued that staff development needs altered over time which, in tum,
affected the types of activities immediately releyvant tO them and the types
of program outcomes which were of value. An evalyation Strategy must be
sensitive to changes occurring between the measurement Of background factOTs
and program outcomes. If the needs of staff and college changed over this
period with a resultant change in the aims of the pTogram, then the evaludtive
Criteria used to evaluate program outcomes must accommodate to those changes.

A Summary of the 'who and When! Questions

A college-based evaluation of staff development is dependent upon the staff
found in the college. Three relevant groups can be identified, each with
its own staff development responsibilities. There are 8tneral staff
responsible for their own further development, heads of Section responsible
for that of their subordinates and principals or staff development committees
Who are responsible for the overall college staff develOPment program. Each
group can provide information about staff development which is useful for
its evaluatiop. That information can be obtained at oné point of time.

M e P e e Py
time, tine, e L1 S
Evalvation of Evalugtion of Evaluation of
background factors, program outcomes, background
including needs, including re~ factors, intlyding
factors that examination of needs, factors that
restrict progran evaluative criteria. restrict program
participation. participation
(n.8. time2 and tiney nay occur simultanequsly)

Figure 7.2 A Possible Time Sequence_for the Evalyation Of Staff

Develophent
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3

Alternatively information about spe&ific ispécts of the program can be
collected over a period. In the |z¢Rey 3NstAnce evaluation assumes a more
formative role, and may be congrugy¢ witP the ongoing operation of the

program.

How Should InfoyyAtion.be Gathered?

From the outset it must be said thyy dyriflg the preliminary survey phase
most staff strongly indicated thap yhe introduction of formal procedures to
the evaluation of staff developmeny Woyid be detrimental to the program.
They said this would be true for byt ¢ft%rnal and college-based approaches
to evaluation, Indeed they were noy ap al) Sympathetic to questionnaire
mateTials. Rather they argued for g Qoﬂtinuation of the less formal
evaluation procedures that then ex;gfey, However we would stress that
without an extensively developed y;d@ryafding of staff development informal
evaluation procedures are likely t, lack-the breadth of coverage demanded
by the framework alresdy outlined, For,ﬂal procedures, at least for the
Present, appear essential, This jg floy mfant to indicate the necessity to
adheTe strictly to a set of procedyr?s defined externally to the college
and its staff. What would be advoogFeq h@wever is a set of formal procedures
or guidelines, part or all of whiqy May b® useq in their present form or
adapted by individual colleges.

A questionnaire approach is suggesged for the gathering of relevant
information with, where appropriatg, quﬂllel forms of questions for each
of the three 'target' categories of #tyff- This would enable the views of
general staff, heads of section ang #tyff developMent committees to be
brought together and discussed. Iy thy pfesent study three such instruments

were developed. These Were:

(a) An Evalustion Report for FVll«ti"‘f’ Teachers (as an example of
general staff members);

(b) An Evaluation Report for pi/qgy 9t Section;
(c) A College Evaluation Repyps «

In addition a small number of relayed ou£ftise€s were developed which were
relevant to principals, part-time te#Shing staff and staff development

officers.

Each of these evaluation repoygs ggtPtred informatjon about background
factors, Processes and program outeof®s, This was a consequence of the

V0



time scale of the present study. It was not possible to gather information
about background factors and then wait for a time interval of perhaps twelve
months to document ongoing staff development processes and assess their
effectiveness. In this regard the questionnaires approximated the evaluation
design at timez and timeS in Figure 7.2, They were designed however such

that information about different aspects of the program could be gathered
quite independently. One final general issue needs addressing before these
instruments are discussed. We would argue that in the evaluation of staff
development programs in technical and further education, whenever possible,
different studies should adopt similar procedures, and even similar items,

for the gathering of information about particular constructs. This facilitates
3 build-up of comparable knowledge about these programs. In the current study
this was rarely possible. The only study in Australian technical and further
education directly relevant was that of Mackay e\tilc (1978), and that was
limited to only a small aspect of the proposed framework . Another useful
Study, already cited, was Batten's Schools Commission (Staff) Development
Study (Batten, 1979). It provided both valuaple insights at the theoretical
level and contributed directly in a small number of instances to the question-

naire materials,

The Evalyation Report for Full-time Teachers

A teachers' evaluation report was designed which was concerned with the
teachers!' perceptions of the staff development program. Specifically the
report had the following five purposes:

(a) to assist the teacher in identifying his or her own important

staff development needs;

(b) to indicate the backgrownd factors that may reduce the teachers
willingness to participate in the program;

(c) to indicate the background factors which affect the introduction

of new ideas and skills into classroom practice;

(¢) to summarize the types of staff development activities attended
by teaching staff during the previouys 12 months;

(e) to estimate the effectiveness of these staff development
activities as perceived by those who attended them.

The third, fourth and fifth purposes dealt with the operations Of the
program in the preceding 12 months. The first was concerned with the
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forthcoMing program and the remaining purposes Were relevant to either. The
report therefore served both an evaluative function and a plapning function.
1t was expected that the teachers could complete the report in about 40
minutes-

1 The_important staff development needs of & TAFE teacher

Twelve 3Teas of competency which relate to the Tole of a teacher in technical
and further education have been stated in the Previous chapter, p.139. Two
questions are of jinterest:

(a) 1o¥ important are each of these areas of competency for TAFE teachers
to be effective in their job?

(b) 70 %What extent do TAFE teachers require assitance in further developing

esch of these areas of competency,

The first question provides a profile of the desirable skills and under-~
standin8s of a TAFE teacher as Perceived by the teachers themselves. The
second Question is more closely associated with the planning of forthcoming
prograns. It could also serve as one basis fof estimating the relevance of
staff development actjvities currently provided by central staff development
units sNd other external organizations,

The 12-item exercise that Tesults from asking each of these questions
is reproduced in Figure 7.3. It is also found in Appendix 2(6), and this
AppendiX contains the entire Evaluation Report for Full-time 'I‘eachers.1

The format of this question is similar to that used by Mackay et al.
(1978), although the jitems were specifically developed to be relevant to
the needs of staff actively engaged in teachinf. This is in keeping with
our egrlier comments that evaluation studjes should strive for uniformity
wheTevel apPropriate., One Wodification was made to the approach adopted by
Mackay and his colleagues. Rather than assume each set of skills was related
to the teachers' role and hence reflected a possible need, the teachers were
asked whether this was in fact the case. Hence the first question in the

exercist.

— e e st

1 Appendix 2 contains the Evaluatjion Report fof Full-time Teachers.
Appendix 2(6) refers to page 6 of Appendix 2 and this terminology
wil] be ysed throughout the report.
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2 Background factors affecting atteéndance at activity

Three sets of background factors may Testrict a staff member's attendance

at a staff development activity, These avre:
(4 system-wide policies;
(b) college policies;
(c) teacher characteristics.

Teachers' perceptions on a selection Of these were sought, particularly those
related to college policy and their own characieristics, Teachers may not

be aware of many of the system-wide policies which indirectly restrict their
participation in the program and which were outlined in the Previous chapter.

They were therefore not asked to comment on these,

A sample of items seeking teachers' views on a variety of background
factors which may restrict attendance at staff development aCtivities is
presented in Figure 7.4. The entire Set of ten items is found in Appendix
2(3).

A similar set of items was included in Batten's study (Batten, 1979)
and provided a basis for the assessment of this aspect of the evaluative

framework .

Various factors are responsible for teachers' inability or umwillingness to participate in some staff
development activities.

Indicate for sach of the following factors if it is of considerable, moderate, slight or nil importance to
you by putting a tick in the appropriate boxe

Importance
Considerable Moderate Slight !11

Cost (e.g. for travel and registration)
Domestic and/or personal responsibilities
Difficulty of staff replacement

Reluctance to break continuity of teaching
program

0 ooo |
D DOD |
0 000
O oog

Figure 7.4 Constraints that Affect Attendance at Staff Development
Activities: Sample Statement
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3 Background factors that affect the introduction of new ideas

Two sets of possible background factors which might affect the introduction
of new ideas etc. have been identified. The first set restricts the
introduction of change, and in the teacher's questionnaire six such factors
have been identified. The second set assists the teacher in introducing
change and also comprises six factors. Sample items from each are presented
in Figure 7.5 and the whole exercise, comprising 12 items, is continued in
Appendix 2(4).

4 Staff development activities attended by teachers

Teaching staff were requested to indicate their participation in the staff
development program over the previous 12 months. This served two purposes.
Firstly it provided information about the staff development activities
undertaken during that period. Secondly it focused the staff member's

attention upon his or her participation in the program. This was a necessary

There are many reasons why ideas expressed and skills developed in staff development activities cannot be
3pplied to the ongoing activities of the classroom and workshop situations. There are other factors which
ficilitate their introduction.

(1) To what extent did the following factors restrict the application of ideas and skills you gained
fron staff development activities during the last year? (If you have not attended any activities over
the last year please go to Part 8 on next page)
Effoct
Considerable Moderate Slight [}

ot

1 Insufficient materials or limitations of

college buildings D [:] G

2 General staff indifference to the introduction

of new ideas D D D
(i1) To what extent did the following factors facilitate the implementation of ideas and skills gained from
staff development activities during the year?

Effect
Considerable Moderate Slight

O 0|

1 Flexibility of college administrative factors D [:] D

2 Assistance from the staff of TAFE who possess

0 0k

particular expertise in the area E:] E:] D

Figure 7.5 Background Factors Which Affect Application to the Classroom
and Workshop: Sample Statements
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precursor to estimating the effectiveness of the program.
Two points need to be made.

The first concerns the suggested time interval of 12 months. Earlier
in this chapter the optimal time interval which would adequately define
'the program' was discussed. It was argued that 12 months would probably
include a significant number of staff development activities. Provided the
activity was spread evenly throughout that period one might reasonably
expect intermediate outcomes from at least earlier activities to be mani fest
at the time teachers were asked to comment upon the effectiveness of the
progranm.

The second point concerns the types of activities to be included. In
a covering letter to teachers the definition provided of staff development

activities was quite broad. To quote a section of that letter:

Throughout this report the staff development program is meant to
include those planned activities directed towards improving your
performance on the job, preparing you for specific progression
within the system and providing an extensive base of experience
to assist you in adjusting to change. Some of these activities
will be formal, e.g. seminars, short courses, induction courses;
others will be less formal, e.g. consultancy with educational
services/staff development officers or members of TAFE services.
However courses directed towards a formal teaching qualification
are not included. (Letter to full-time TAFE teachers, Appendix 2)

Teachers were asked to indicate three characteristics of the staff

development activities they attended. These were:

(a) major purpose - Technical or Specialist Area (content specific to
current work or to future work).

Teaching Practices (emphasis on knowledge of specific
teaching methods, use of audio-visual equipment, etc.).

Curriculum Development and Evaluation (the developing
and evaluating of new courses, materials or methods).

Management and Organization (management theory and
practice, TAFE systems, finance, team skills, forward
planning) .

School and College Development (clarification of goals
of schools and ways of achieving them, etc.).

Sundry (including first aid and safety procedures,
teacher's personal development).

(b) the typical activity - conference, short-course, seminar etc.

(c) organizer of activity - college-based, centrally initiated, industry
initiated, etc.

142 1 50
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It was also expected that teachers would, where appropriate, specify
the title or name of the activity.

This exercise is found in Appendix 2(1).

S Program effectiveness

A large number of possible outcomes of the staff development program were
identified in the preceding chapter. Some applied to the individual teacher,
some to the colleges and others to the system in general. A selection of

14 of these possible outcomes, representative of the entire set, was

made for the purposes of this report. It was felt that this represented

the maximum number of outcomes, and in effect evaluative criteria, about

which the staff could be expected to comment.

The evaluation report was directed towards teachers. Therefore state-
ments concerning the various types of outcomes was phrased in such a way so
that it was relevant to individual staff members. For example, a college
benefit of the program might be 'the widespread introduction of modern
teaching procedures across the college'. This was worded as follows:

'introduction of new teaching procedures into your lessons'.

This exercise dealing with the teacher's estimation of program effec-
tiveness is reproduced in Figure 7.6. It is clearly an estimation exercise,
based upon the subjective judgments of those who attended the activities.
Being subjective some of the estimates will be more reliable than others.

One would expect that with assistance and practice the teachers might become
skilled at making such judgments and an increase in reliability would result.
This issue is dealt with more fully in the discussion of the Heads of Section

Evaluation Report.

A further question was included enabling staff members to indicate what
further effects might accrue from the staff development activities over the
next 12 months. This question was an attempt to tap the possible development
of intermediate outcomes, particularly those deriving from activities which
occurred close to the time at which the evaluation report was completed.
Teachers were not given a checklist of possible outcomes as in the above
exercise. Finally teachers were asked to indicate those activities which

they felt most worthwhile and those which were least worthwhile.

Questions related to program effectiveness are found in Appendix 2(2-3).
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Changes in both individual and college effectiveness can be brought about by many factors, such as increased
staffing, re-allocation of physical resources, etc. Consider now only the effects of staff development
activities that you have attended. If you have not attended any activitics over the last year please go to
Section IV on the next page.

(1) How much effect has the staff development activities, indicated above, had upon the following
possible outcomes during the last year?

Effect

=

Some_possible outcomes of staff development activities Considerable Moderate Slight il

Increased your confidence in dealing with students
Improved your teaching performance

Introduction of new teaching procedures into your
lessons

Changes in the content of courses taught in response
to mcdern business and industry practices

Development of a team work approach to reaching the
goals of the department or college

Increased your awareness of the future needs of
industry and commerce

Increased knowledge of concepts and skills related
to your teaching

Increased your satisfaction in teaching

Gave you 3 greater understanding of the total work
of the college

Increased your adaptability to future organizational
changes

Prepared you for future positions of responsibility

Increased your commitment to the educational goals
of the department or collegs

Improved your consultative coutribution to outside
organizations

tead to the exchange of information about courses,
etc., between colleges of further education

Other:

OO0 0000000000000
OO0 000000000000
00 0000000000000
0000000 O0O0OoOOoOOoaoaoo!

igure 7.6 Question on the Teacher's Evaluation Report Examining the
Effectiveness of Activities Attended by Individual Teachers
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Early in the trial phase of the methodology it was suggested that
teachers be asked to comment upon the relative importance of those possible
outcomes of the staff development program which were most closely associated
with them as individual teachers. This was the group identified in the
previous chapter on pages 123-5. Teachers were therefore asked to rank in
order of importance to them eight possible benefits of the program. This

exercise is included in the Teachers Evaluation Report.

6 Other items included in the report

As well as being designed to evaluate the effectiveness of the program over
the preceding 12 months, another major purpose of the instrument was to

assist in planning the most appropriate program for the ensuing year,
Accordingly, staff were asked to suggest appropriate strategies and activities

to be implemented over the next 12 months.

In addition teachers were also given the opportunity to make further
comments upon the operations of the staff development program in their

college.

The Teacher's Evaluation Report for Full-time Teachers - a Summary

A summary <f the evaluation report for full-time teachers has been included
in Table 7.1. This report was designed to gather information about the
background factors, processes and outcomes which have been described in the
previous chapter. In the accompanying table both the general category of
variables comprising the proposed framework and the specific elements being

evaluated has been recorded for each of the sections in the report.

The Head of Section Evaluation Report

An evaluation report was designed to obtain the heads of section perceptions
of the staff development program. It comprised two major parts. One
analysed needs of staff, the section and the college. The second was
directed to other elements of the evaluative framework about which the heads
of section would have definite knowledge. In particular the Heads of Section

Evaluation Report had the following six purposes:

{a) to define the important staff development needs of section heads,
full-time teaching staff and part-time teaching staff (where

applicable);

{b) to define the organizational needs of sections within the college

and of the overall college;




Table 7.1 A Summary of the Evaluation Report for Full-time Teachers

Sectlon or Aspect of framework being evaluated Appendix 2
Question No.

No. of items General category Specific element page no.

PART At The program over the previous 12 months

1 ees (B) Processes individual 1
strategies
(1) e (18) Cutcomes benefits to staff member 2

benefits to college
benefits to system

I (11) ... (1) Outcomes future possible benefits 2

111 e (2) Process/Outcomes specific strategies/ 3
specific benefits

v eee (10) Background factors staff member, college b
and system-wide
factors affecting program

participation
V() el (B) Background factors college and system 5
characteristics restricting
change
v {il) .. (6) Background factors college and <ystem 5
characteristics facilitating
change
PART B: Evaluation of needs and forthcoming progrom
1 .« (12) Background factors teac, er reds ]
I s (8) Gutcomes benefits to inuividua® 7
(Priorities in) starf member
111 oea (1) Processes (Future) individual str:tegies 7

(c) to indicate the backzround factors which restric: the staff of

each section frem attending staff development activities;

(d) to indicate the background factors which affect the introduction

of idear gained from activities into classroom practice,

(e) to summarize the staff development activities attended by staff

of each section during the previous 12 montks;
(f) to estimate the overall effectiveness of the staff developmen®

activities atteinced by the staff of cach section.
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Cluarly tho first four statcments relate to the general category of
backgrouad factors, the fifth to processes and the final statement to the
outcomes of the program, As in the case of the teacher's report, some of
the statements (the last three) refer to the staff development program
during the preceding 12 months. By contrast, the first two statements are
relevant to the planning of future programs. Finally, the third statement
seeks information which is relevant to understanding staff participation
in the previous years program and assists the planning of suitable activities

which staff are move likely to attend in the future.

The measures used to evaluate each of these aspects of the program will
be considered. It will be recalled that underlying the proposed methodology
was the intention to obtain the perceptions of different categories of staff
about the same elements contained in the evaluative framework. There fore
the inst:uments developed for senior staff, and in particular heads of
section, paralleled those for the general teaching staff. Where parallel
items occur a detailed discussion of the item can be found in the section
dealing with the teacher's evaluation report. The entire evaluation report

for heads of section is reproduced in Appendix 3.

1 Staff and organizational needs

Five separate instruments were developed to evaluate the important staff

(and organizational) development needs of:
(a) the head of section;
(b) the full-time teaching staff of the section;
(c) the part-time teaching staff of the section;
(d) the section as a subsystem in an organization;
(e} the college as an organization.
Tne first three instruments focused upon the following questions:

. How important were each of a number of specific competencies for

staff to be effective in their job?

. To what extent did staff in each section require assistance in further

developing each of these areas of competency?
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Following the work of Mackay et al. (1978), 10 areas of competency in
college management and administration were identified in Chapter 6 as being
pertinent to the role of senior management, and in this case the head of
section. Twelve areas of competency have been suggested as relevant to
teaching and these were detailed in the section dealing with the full-time
teacher's evaluation report. The same list of competencies was used for
part-time staff as there was no reason to believe that the teaching-related
competencies relevant to part-time staff would differ markedly from those
of full-time staff.

The scales used to evaluate the important staff development needs of
heads of section were the same as those used for full-time teachers in their
own evaluation reports. However the scales used to obtain the heads of
section perceptions of the needs of full-time staff in their own section
were different. In this instance the head of section was asked to consider
all the staff in his or her section and then answer each of the above two
questions. These scales as they relate to full-time staff have been

reproduced in Figure 7.7. The same scales applied for part-time staff.

A comment in regard to the right-hand scale is appropriate. The
instrument was designed to identify th: most critical needs in staff develop-
ment. For that reason the categories 'most teachers', 'a few teachers',

'no teachers' were used. In hindsight a different set of categories may have

been preferable.

How important do you think the following skills | How many of your full-time teachers do
and abilities are for the full-time teachers of | you think require further assistance
your departwent and its effective functioning? in each of the following areas?

of major of moderate  of 1ittle or no post a few no
importance  importance importance teachers teachers teachers

a . . O 0O 0O

Figure 7.7 Scales used in the Head of Section Evaluation Report to
Assess the Important Staff Development Needs of Full-time Staff
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The last two instruments were directod towards tho following two

questions;

(a) How important were each of a number ot organizational processes

for the effective running of a section or college?

{b} To what oxtent do these organizational processes require further

deve lopment in the section or college?

Seven organizational processes were listed in the instrument dealing
with the needs of a section and nine in the college-related instrument,
Each of these organizational processes have already been discussed in the
previous chapter. It is perhaps worth pointing out that the instruments used
to evaluate organizational processes in sections and colleges only represent
a possible starting point for the development of more sensitive approaches

to this aspect of the evaluation strategy.

The five instruments designed to assess the important staff and college

development needs of the TAFE system are found in Appendix 3(8-13),

2 Background factors affecting attendance at activities

To ascertain their perceptions of the background factors which restrict
staff attendance at activities, the heads of section were asked the same
question as was asked of their staff., That is they were asked to report
upon the effects of the same 10 background factors as were presented in
the teacher's evaluation report. One important difference was that rather
than indicating the effect of these factors on their own attendance they
were asked to indicate the effect of these factors on the attendance of
their staff. This question is found in Appendix 3(5).

3 Background factors affecting the introduction of new ideas

The same question as was developed for the teacher's evaluation report was
used to obtain the heads of section perceptions of those factors which
either restrict of facilitate the introduction of new ideas gained from the
program into classroom practice. This is described on p.141 of this chapter

and is included in Appendix 3(6).

4 Staff development activities attended by staff

Heads of section were requested to indicate staff attendance at staff
development activities during the previous 12 months. This included both
their own participation in the program and that of their teaching staff,
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As in tho case with teachers, thore were two purposes for this request and
possibly theso were more lmportant for son'or staff than for goneral teachers.
Firstly it focused attontion on the varlous staff dovelopmont activitios
attonded by teaching staff during tho provious year. Since this Information
was not always avallablo, often senior staff nooded to consult with their
toaching staff in order to obtain detalls of their participation in the
program. Secondly, it provided a basis on which senior staff could make an
estimate of the effectiveness of the program. This function was further
enhanced when the procedure necessitated the heads of section actively seeking

information from their staff.

The heads of section were asked to characterize the activities attended
by staff in a manner similar to that of the teacher's evaluation report.

That is, they were asked to indicate:
(a) the broad purpose of the activity;
(b) the type of activity;
(¢) the organizer of the activity.

Since more than one staff member from a section may have attended a particular
activity an indication of the approximate number of their staff attending was

requested.

The relevant items for this section of the Heads of Section Evaluation

Report are found in Appendix 3(1,2).

5 Program effectiveness

Teachers were asked to estimate the effects of attending staff development
activities upon 14 possible outcomes. Heads of section were asked a similar
question. This time however they were requested to consider the effects of
all activities attended by themselves and their staff. Again the same 14
possible outcomes were presented except that now they were phrased in such

a way as to refer to staff (plural) and the functioning of the section.

For example, 'Introduction of new teaching procedures into your lessons'

was changed to '... into the department' in the evaluation report completed

by heads of section.

To require heads of section to make subjective judgments about the
effects of the program upon such outcomes as 'increased confidence of staff
in dealing with students' is a difficult task. It immediately raises

questions of the reliability of their estimates. An even less reliable
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ostimate could bo oxpected of a possiblo outcome such ay 'Incroased
adaptabllity of stuff mowhors to future organlzatlonal changos'. In contrast
one might oxpuct tairly sound estimatos of thoe program's offoct upon tho
"Introduction of new teaching procedures into the section' or 'changes of
content of courses taught in response to modern business and industry
practices'. blach of thowe lattor outcomes are diroctly ohsorvable in the
ongolng practices of tho sectlon.

Rellabllity of subjoctive estimatos of cftectivoness is an Lmportant
issue in developing an evaluation strategy. The present study tried to over-
come it by asking heads of section how confident they were of their estimate
of the effectiveness of the program in relation to each of the listed

outcomes.1 This aspect of the strategy has been included in Figure 7.8

Confidence of Evaluation Estimate of Possible Staff Development Qutcomes

How confident are you of your estimate of the effect of the overall staff development program upon sach of
the possible outcomes that were listed? Refer to page 3 of your Head of Department Evaluation Report.

Highly Moderately Slightly Not at all
Confident Confident  Confident Confident

Increased confidence of staff in dealing with students
Improved teaching performance of staff

Improved consultative contribution of staff to
outside organizations

Lead to the exchange of information about courses,
etc., between TAFE colleges

0 o oo
00 od
0 0 ud
O o0 o0

Figure 7.8 Assessing the Reliability of Estimates of Program Effectiveness
made by Heads of Section: Sample Statements

1 A similar approach has been adopted by Tydeman and Mitchell (1977) in their
work on decision-making in the context of uncertainty.
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In bhrief, this oxovelso sorvad two itmportant functions,  Flestly, 1t
sncouraged tho hends of section to be more propared to mako subjoctive
ostimitoes than they might otherwlue have heen. Socondly, it provided an

indication of the veliabllity of the estimates made by these senior staff.

Heads of section were also nskod to comment upon the possible offects
of the program over the ensuing 12 months and to indicate the most and loast

worthwhile activities attonded by staftt.

The parts of the tlead of Sectlon Bvaluation Report dealing with each

of these aspects of program effectiveness are tound in Appendix 3(3,4,7),

6 Other items included in theo report

Hoads of section were given the opportunity to indicate possible staff
development activities appropriate to their own roquirements, those of their
staff and finally that of the section as an organization. This was contained
at the conclusion of the needs analysis component of the report and is found
in Appendix 3(14).

The Head of Section Evaluation Report - a Summary

Heads of section hold particular views about many of the elements which
comprise the proposed evaluative framework. Being, in a sense, midway
between the general teaching staff and the most senior level of college
management one would expect these views to be influenced by a working
knowledge of the concerns of both groups. This places them in a fairly
unique position for analysing the organizational needs of the college and
section and for assessing the background factors which affect the success

of the program.
3

Table 7.2 comprises a summary of the entire Head of Section Evaluation
Report and relates each of the questions contained in that report to the

specific elements of the evaluative framework which guides this study.

The College Evaluation Report

In each college the principal has overall responsibility for the staff
development program. In practice that responsibility may be delegated to
another staff member or a staff development committee. This committee

may be either of the principal’s own choosing or else elected by staff.

An evaluation report was developed that would be useful for such a committee

in their administration of the college program.
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Table 7,2 A Swmwnary of the Hend of Hection Bvaluation Report

Seatlon or o Appondlx
Queatian No. Aspact of fromawork bolng ov lusted
Noo of Ltems Gieneral catagory Speoific olamont e no.
PART A: The program aver the previous 12 months
! eee (B) I'rocesses Individual strataqlos/ 1,/
snction progrum
i () ... %) Outcomas bonofits to staff membor 3
tenafits to section/coliege
honoflits to system
1T (11) v (1) Outcomes future possible henof{its b
I1 oo (2) Processes/Outcomes specific activities/ b
“spocific bonefits
v wes (10) Background factors staff membor, college 5
and system-wide factors
affecting program
participation
V (1) v (6) Background factors college and system 6
characteristics
restricting change
V (i1) ... (6) Background factors college and system 6
characteristics
facilitating change
VI oo o(14) Outcomes confidence of 7
estimates
PART B: Evaluation of needs and the forthcoming program
I wee (10 Background factors senior management needs 9
11 vee (12) Background factors full-time teacher needs 10
111 e (12) Background factors part-tize teacher needs 11
v eee (7 Background factors section (organizational) needs 12
v vee (B) Background factors college (organizational) needs 13
vI vee (3) Processes (Future) future individual strategies 14

The College Evaluation Report had two general aims, One was to indicate
the effectiveness of the entire college program implemented during the
preceding year - a summative function. The second was a planning function
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3

to assist In the dosign of a coltege stalf developmont prageam for the
foetheoming your, ‘This tnttor function wis monch move clovely volatod (o
formative ovaluation. The dpoct e parpotsos of the Golloge Bvaluat fon

Ropart can bo summnrlzod as follaws;

(n)  to denertbo the proceduves by which the colloge stall development

program Ls tmp tomontod;

h)  to helng together tho noods of the ontipge stat't and those of the
] H

collogo as an organlzation,

(¢) to examlne the offects of background factors, particularly systom-

wlde factors, upon the operations ot the program;

(d)  to ovaluate the effectiveness of the program In retatlon to the

college and lts staff;

{0} to clarlfy valuo judgmonts abont tho worth of the possible outcomes

of a staftf development program;

(f) to indicate the usofulnoss of various staff developmont stratogles

in meeting the neceds of the collego and its staff.

The second, flfth and sixth statements relate to the planning function
of the roport. The fourth is diroctod towards summative evaluation. The
first and third statements rofer to the need to provide usoful information
for understanding the effectiveness of the previous ycar's program and

designing a realistic program for the forthcoming year.

The College Evaluation Report comprised two major parts. The first part
sought information in relation to all the above statements except the fifth.
This was the subject of a separate exercise. Both exercises which comprise

the College Evaluation Report are contained in Appendix 4,

1 Managing the college staff development program

Five tasks have been proposed as relevant to the management of the college

staff development program. In this regard the report was concerned with:
(a) the structures for overall management and policy formulation;

(b) the proccdures used for identifying staff and college needs;

1 (;.}
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(c) the procedures used for establishing priorities for the

allocation of resources;
(d) the procedures used for the evaluation of activities;

(e) the procedures used for the dissemination of information derived

from activities.

A supplementary concern should have been the procedures used for the
distribution of funds from the committee to an individual staff member when
attending a particular activity. This information was obtained during the

trialling of the instruments.

Unlike most of the other questions asked in this evaluation report,
those 'seeking information about individual college procedures were open-
ended and colleges could discuss in detail their managerial procedures.

These questions are incorporated in Appendix 4(1-3).

2 The major needs of staff, sections and the college

One would expect those in charge of planning a staff development program to
be aware of the most common needs of staff (both teaching and non-teaching)
and the organization. We asked the staff development committee to indicate
what were these current needs, utilizing the following broad categories:

(a) technical or specialist skills - including knowledge of basic
and advanced techniques and subject matter. :

(b) teaching practice and curriculum development skills - including
conducting and planning instruction, evaluation procedure,
curriculum development,

(c) management and administrative skills - including knowledge of
TAFE administration, leadership, procedures of staff management,
financial management, college administration.

(d) personal develapment - including understanding of a broad range
of educational issues, interpersonal skills.

(e) organizational development of both college and departments -
including specification and evaluation of goals, job satisfaction
of staff, integration of college curriculum.

Within each category the staff development committee was asked to stipulate
those groups of staff to whom the expressed needs were relevant. It was
also expected that the staff development committee could use the information

about staff and college needs supplied by the heads of section.

Items related to the staff development committee's perceptions of each

of these areas of need are to be found in Appendix 4(6,7).
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3 Background factors affecting program partijcipants

The staff development committee was asked to report on background factors
that affect staff participation in the program. In particular they were
asked to comment upon system-wide policies concerning staff development.
Staff development committees, rather than general staff, are more often
aware of the effects of policies and other features of the system upon
the program. The committee was also asked to comment upon some college-
and teacher-related background factors which were examined in both the

teachers and heads of section evaluation reports.

A sample statement from this question is presented in Figure 7.9

the entire question is found in Appendix 4(8),

4 The overall effectiveness of the program

A staff development committee (or the person in charge of the program) is

in a good position for evaluating the effectiveness of the program. Such

a committee has a general overview of the program throughout the entire
college. However the members of a committee may not have access to specific
details of program effects at the sectional level. To overcome this

difficulty we asked those in charge of staff development to consider firstly

Colleges have suggested many system-wide factors that limit the effective-
ness of the staff development program. A selection of these is presented
below. Please indicate the extent to which you consider each factor

restricts the effectiveness of staff development in your college.

Extent of Effect

gonsider- Moder-
able ate Slight

e

The central approval of funds from TAFE
for interstate travel

]

[
]

The present policy of allocating central
and college funds for staff development

Provisions for staff replacement while
attending short courses, seminars, etc.

Provisions for staff replacement while
participating in longer term activities
e.g. industrial leave

J 0040

]
]

The amount of support offered by TAFE
Services and TAFE Staff Development

od ooud
U odo

-

Figure 7.9 The Effects of Certain System-wide Policies and Characteristics
Upon Program Participation: Sample Statements
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the effects of the program as perceived by the heads of section in the
college. They were then to make their assessment of the overall effectiveness
of the program throughout the college. This seemed an appropriate means to
combine both the need for specificity and a general overview of the program.
To further assist the staff development committee it was also suggested

that it refer to the staff development activities attended by staff and
listed by the heads of section.

A sample of this section of the College Evaluation Report is included

in Figure 7.10 and the entire section is found in Appendix 4(4).

As was the case for both teaching staff and heads of section, those in

charge of staff development were asked to comment upon:

(a) what further benefits of the program they thought would be

realized during the next year.

(b) which of the activities were of most benefit to the individual

staff member and to the organization as a whole.

Questions directed to €ach of these purposes are contained in Appendix
4(5).

Pleasc consider all the staff development activities of the college that
have been listed by the Heads of Departments. Also consider the benefits

resulting from these activities that they have indicated.

In your estimation, how much effect has the overall staff development

program had upon the following possible outcomes during the last year?

Effect
Some possible outcomes of the Consider- Moder-
Staff Development Program able ate Slight Nil

Increased confidence of staff in

dealing with students [::] [::] [:]
Improved teaching performance of staff [::] [::] E:]
Introduction of modern teaching procedures

across the college D D r__]

U od |

Figure 7.10 The Effectiveness of the 1978 College Staff Deve lopment Program
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5 The potential value of staff development strategies

A wide variety of possible staff development strategies have been outlined
in the previous chapter. It is useful to ask those planning a staff
development program to consider the suitability of these processes for
meeting the needs of their staff and the college in general. One can do
this in a variety of ways. For example Mackay et al. (1978) asked senior
management to assess the relative importance of 14 possible strategies (they
used the term ‘delivery systems') for each of nine clusters of management
and administrative skills. Adopting that approach to the present study
would have involved staff development committees in assessing the relative
importance of about 12 staff development strategies in each of the five
broad areas of need outlinad above. In effect that would result in asking
them to make a total of 60 different judgments, or perhaps even more if one
was also concerned with separate categories of staff. One would suspect
that such a task would be rather onerous and possess doubtful reliability,
particularly at the conclusion of a lengthy evaluation report.

An alternative approach was adopted. The researchers selected a sample
of 11 possible strategies which had been frequently mentioned during the
preliminary phase of the study as being valuable. The staff development
committee was then asked to estimate the potential value of each of these
strategies in regard to the aims of their program in the forthcoming year.

This set of strategies is reproduced in Figure 7.11.

6 The potential value of staff development outcomes

Decisions about program effectiveness are dependent upon the priorities
accorded to the various outcomes of the program. Staff had been asked to
indicate the effectiveness of the staff development program in terms of some
possible cutcomes. Therefore it was important to ask those responsible

for judging the overall effectiveness of the college program, how much value
they place on each outcome. In effect, they were being asked to

indicate which of the outcomes, and hence evaluative criteria, were most

important.

It will be recalled that three lists of possible outcomes were
suggested in Chapter 6. The first list of outcomes were those directly
related to the individual staff member; the second were related to the
overall functioning of the college; and finally the third list concerned

the TAFE system as a whole.
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Below are samples of strategies which may characterize the staff development
program. How much potential value do you think each would have in achieving
the outcomes you have mentioned?

Potential Value

Consider- Moder-
able ate Slight

b4
e
b

Organizational development strategy
involving an external consultant

Shart term visits to industry
ob<e:ving the use of modern equipment
aru the current work environment

N

Whole term release to have working
experience in industry

Short courses in administration and
teaching methodology

Conferences for specialist areas
organized by people outside the
college

Visits to other colleges to examine
teaching practices, administrative
procedures and curricula

Workshops, demonstrations and training
programs organized by industry and
commerce :

Residential programs for senior staff
focussing on management and
administration

Consultancy, utilizing the resources
of TAFE, educational institutions and
industry

Meetings of colleagues with common
‘specialist' interests, (e.g. subject
association meetings) either in the
college or outside the college

The presence of a permanent staff
development officer in the college

00 000000000
0o 00000000 0

00 0 00OQ0CDOoan
00 00000000 q

Figure 7.11 The Usefulness of Certain Staff Development Strategies in
Achieving Intended Program Out

chieving Intended Program Outcomes
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Consider as a working example of the process used to obtain this

information the possible college-r-lated outcomes summarized in Figure 7.12

The entire exercise is contained in Appendix 4(11-15).

Figure 7.12 Exercise for Examining the Relative Importance Colleges Place

O
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Upon the Various College-related Qutcomes of a Staff

Development Program

a,
()

How high a priority do you place on each of thest possible benefits f the 1
staff development program as far as your college is concerned?
Possible benefits to the college as an Scep 1 Step 2
organization Priority Weighting
1 A fostering of professional contact between
teaching and non-teaching staff. -e-- ————
2 The development of a co-operative approach,
involving all levels of the staff, in reach-
ing the goals of the college. ——— _—--
3 A stronger commitment by all staff, both
teaching and non-teaching, to the educa-
tional goals of the college. - ——--
4 The development of a work environment where
staff are satisfied with their job. ~=-- ———
S A more accurate prediction of possible
future needs of the community which the
college serves. ———— ————
6 An increased understanding by all staff
of the total work of the college. -———- ————
7 A wider introduction of modern teaching
techniques across the college. -——— ———-
8 The development of new college curricula
in response to modern business and indus-
trial practices. ——— ————
9 More effective utilization of library and
audio visual resources in the college by
both staff and students. -——-- ——
10 An increased efficiency of both
secretarial and office services. -——- ———
11 More effective use of vocational and
personal counselling services offered
by the college. ———— ————
Other:
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Firstly, the staff development committee was asked to indicate its
priorities among the various possible benefits of the staff development
program, This was done by ranking the outcomes from 1 (highest priority)
to 11 (lowest priority) in temms of their importance to the future effective
functioning of the college. The committee was also provided with the
opportunity to include any unlisted outcomes which they valued highly.

The next step was to scale or weight each of these priorities to provide
some estimate of the relative distance between rankings. This is an important
aspect of the exercise because one might find that outcomes ranked first,
second and third in order of priority might be each highly valued but that

remaining outcomes might be considered of far less value.

By means of this exercise1 a set of evaluative criteria could be
established that was relevant to a particular college and against which the
effects of the program could be legitimately compared. More accurate
judgments could then be made about the overall effectiveness of the program.

The College Evaluation Report - A Summary

Perceptions by staff development committees of the various elements contained
in the proposed evaluative framework are an important source of information
for both a formative and summative evaluation of college development programs,
A College Evaluation Report was designed that would provide information about
each of these aspects of evaluation, A summary is included in Table 7.3 on

-

the following page,

Administration of the Strategy

Earlier in this chapter it was argued that a college-based evaluation of
staff development should involve a process of commuication between senior
staff and general staff. In this way both individual and organizational
needs might be met. There are a number of possible ways of administering

the proposed strategy to ensure communication between different categories

of staff, For example, heads of section may complete their evaluation

report after discussing each of its aspects with section staff. Alternatively
general staff and heads of section may complete their reports quite indepen-
dently and meet to discuss them at a later date. Furthermore the suggestion

1 During initial trialling it became evident that difficulties were experienced
by a small number of those completing the exercise due to overlap between
some of the outcomes. Further clarification in the definition of these out-
comes is required,
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Table 7.3 A Summary of the College Evaluation Report

Sectl?n or Aspect of framework being evaluated Appendix 4
Question No.

No, of items General category Specific element page noe

PART A: The management of staff development in the college

1 vee (2) Processes managerial structures 1

I1 vee (2) Processes formulation of aims 2
allocation of resources

1934 e (2) Processes evaluation procedures 2,3
dissemination of information

PART B: The effectiveness of the 1978 program

1 oo (18) Outcomes benefits to staff members b
benefits to college
benefits to system

11 vee (1) Outcomes (future) 5

111 ce (D Processes/Outcomes  specific activities/ 5
specific benefits

PART C: The staff development program in the forthcoming year

I eee (1) Outcomes the values of oifferent 6
benefits to staff members,
college and system

I1 vee (5) Background factors  needs of staff 6,7
needs of organization

111 vee (15) Background factors  system-wide, college 8
and staff characteristics
affecting participation

Iv (i) ... (1D Processes specific strategies 9
(potential value of)

Iv (ii) ... (D) Processes specific strategies 10
(future)

PART D: Priorities among possible outcomes

I ves (8) Outcomes benefits to individual 13
staff members (priorities
anong ee.)
I1 .o (1D Outcomes benefits to college 14

(priorities among ...)

111 ee (6) Outcomes benefits to system 15
(priorities among ...)

Iv wee (1) Outcomes benefits (overall 12
priorities among ...)
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has been made already that staff development committees could utilize

information provided by heads of section before completing their reports,

‘Due to the time and resources available a restricted trial of the
strategy was conducted. This is discussed in detail in Chapter 8 of this
report, but bricfly, teachers completed their evaluation report independently
of the head of section and the heads of section completed their reports
after only a little interaction with their section staff. However the staff
development committees generally had access to the heads of section
evaluation reports before commenting about the college staff development
program. This wc 1| represent only a minimal implementation of the proposed
strategy, with little assistance offered to the individual staff member and

no continuing support provided to ensure its more formative aspects.

Other Related Instruments

It is useful to obtain information about the staff development program from
as many different categories of college staff as possible. This leads to
greater validity in judging the overall effectiveness of the program.

The instruments which have been developed may be modified to obtain most

of this information. Three such instruments were designed. One was
relevant for part-time teachers, the second for principals and the third

for staff development officers. Each will be bricefly commented upon.1

The Part-time Teacher's Evaluation Report

Details of the full-time teacher's evaluation repoft have already been given.
Since few part-time teaching staff had attended activities as indicated by
the preliminary phase of the study, a very much abbreviated form of that

report was developed.
Three questions appeared important:

(a) What are the important areas of competency for a part-iime Th,

teacher to be effective in his or her job?

(b) To what extent does a part-time TAFE teacher require assistance

in further developing each of these areas of competency?

(c) What are the factors which most restrict the attendance of part-

time staff at staff development activities?

These instruments are contained in Appendices 5-8.
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The items used to examine these questions were identical to those used in
the full-time teachers evaluation report. This report is included in
Appendix 5.

The Principal's Evaluation Report

Principals, like staff development committees, are in a unique position in
the college structure in that they have a broad overview of the program.
They could therefore be expected to comment upon many of the issues raised
in the College Evaluation Report. In the present study it was decided to
limit the extent of information sought from principals and to focus more
on those aspects of the program which directly affected them. This lead-to
an evaluation report which had the following five purposes:

(a) to identify the important staff development needs of the principal;
(b) to identify the important development needs of the college;

(c) to indicate the background factors which restrict the principal's
participation in the program;
(d) to summarize the staff development activities attended by the

principal over the previous 12 months;

(e) to estimate the overall effectiveness of the above staff development
activities.

This resulted in a short questionnaire which incorporated questions asked
in the full-time teachers and heads of section evaluation reports. Only minor
modifications were necessary and this evaluation report is reproduced in
Appendix 6.

The Staff Development Officers Report

Staff development officers, like staff development committees, have an overview
of the staff development program in the college. One could reasonably expect
them to be able to evaluate the many facets of the program in the three major
reports described above. In so doing they would provide another source of
evidence useful in judging the worth of the program. Rather than ask them

to give their views rbout each of the specific elements which comprise the
evaluative framework, it was decided to focus upon their perceptions of the
staff and organizational needs of their college. An evaluation report was
designed to provide the following information:
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(a) the importance of each of a number of competencies for particular
groups of staff members to be effective in their job;

(b) the extent to which particular groups of staff members require
assistance in further developing those competencies;

(c) the importance of each of a number of organizational processes
for the effective running of a section or college;

(d) the extent to which particular organizational processes require
further development in a section or the college in general.

Information about four categories of staff was sought. Three were the
full-time teachers, the part-time teachers and the senior staff of the
college. Instruments relevant to the important staff development needs of
each of these groups have already been described. A fourth category of
staff member was the staff development officer. It will be recalled that
in Chapter 6 12 areas of expertise were proposed that relate to the role
of a staff development officer in colleges of technical and further education.
These 12 areas served as a basis for this aspect of the report and a format
similar to that adopted for the evaluation of the needs of other staff was
used. The staff development officer's perceptions of the important
organizational needs of sections and college were obtained using similar
instruments to those found in the Head of Section Evaluation Report.

This evaluation report is included in Appendix 7.1

A Summary of the Proposed Evaluation Reports

The overall strategy employed for the evaluation of the college staff

development program focused on six sources of information,

College personnel in charge of staff development, such as a staff
development committee, were asked to provide two sorts of information.
Firstly, they were asked to indicate what they saw as the most important
benefits for their colleges and staff that could be derived from the staff
development program. This information could be used to used to define the

1 An alternative report was designed for assessing both the important staff
development needs of these officers and also background factors that )
restrict staff participation in the program. This report was trialled
with all education services officers in the Victorian Technical Schools
Division at the request of that Division. It is included in Appendix 8,
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major goals of their program, and hence provide a suitable frame of reference
for its evaluation. Secondly, they were asked to answer a series of
questions which served three functions: (a) to raise key issues in regard

to the formal administration of the staff development program in their
college; (b) to give an overall estimation of the effectiveness of the
staff development program across the college; (c) to indicate both the

needs of the college and constraints operative on the staff development
program as a means of future planning. Information relevant to these

latter two functions was obtained from reports completed by heads of

section.

Heads of section were asked to complete two major tasks. Firstly, they
were asked to indicate what were their needs, the¢ needs of both their full-
time and part-time teaching staff and then the needs of their section and
college. Secondly, they were asked to produce: (a) a listing of staff
development activities staff had attended over the last 12 months; (b) an
estimate of the effectiveness of the total program, couprising these
activities, in regard to a particular set of possil:le outcuomes; (c) an
assessment of the major constraining and facilitating factors operative on

the college staff development program.

Full-time teaching staff were asked to complete their own evaluation
report. This report comprised two parts described above, except that teachers
assessed only their own needs, and not those of their section or college.
Part-time teaching staff were requested to complete a shortened version of

the full-time teachers' report.

Principals were asked to complete a form similar to that done by the
teaching staff, except that the principal also assessed the needs of the

college.

Staff development officers provided two sets of information. Firstly,
they determined what were their important needs in the area of staff
development. Secondly, they indicated what they saw as the most important

needs of college staff and the college as a whole.

The information contained in the evaluation reports from each of these

categories of staff is summarized in Table 7.4.
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Table 7.4 A Summary of the Information Provided by Different Groups of
Staff in a College-based Evaluation of Staff Development
Source of Information K -
E .5 8
Element of full-time Heads of College Ew & o
framework being Teachers Evalua- Section Evalua~ Evaluation -3 t 8.7 £ g
Evaluated tion Report tion Report Report s T2 589
vy O o a. wd an - o
Background Factors
factors affecting
participation A-IV A-IV C-III ] I
needs of f/t teachers B-I B-II c-11 I
needs of p/t teachers B-III " 111 11
needs of senlor staff B-I " I
needs of staff devt. off. " v
needs of section B-IV " v
needs of college B-Y " I II
factors affecting intro—
duction of ideas gained A-v(i),(ii) A-V(i),(ii) VI
Processes
policy formulating
processes A-I,II,III
staff development strategies
- past A-I,III A-I,III I
- future B=III B-VI C-IV( 1) i)
Jutcomes
ia -, . s A- . s -
estimates A II(I),(n) II(l),(il) B-I,II v
confidence of estimates A-VI
priorities among outcomes B-II C-I, D-I-IV

Key: A, B, C, D, refer to part of report, e.q. Part A,

I, II, III, IV, V, VI refer to section or question number of report, e.g. Section I.
For example: A-IV refers to Part A, Section IV.
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CHAPTER 8

COLLEGE BASED EVALUATION OF STAFF DEVELOPMEN) - A TRIAL

An important feature of developing an evaluative methodology is to test the
methodology in a typical situation. The prime purpose of this trial is to
validate the overall strategy and associated instruments, and where necessary
make modifications. In the present study this meant testing the methodology
which had been developed in a number of ¢olleges of technical and further
education. At this point a clear distinction needs to be made. A trial

run of an evaluative methodology cannot be construed as a definitive evalua-
tion study. Data derived from such a trial is primarily intended as a basis
for establishing the appropriateness of the methodology. It should not be
used for making definitive judgments about the program upon which the
methodology is being tested. That is, it may be misleading to base judgments
about the effectiveness of the program solely on data generated during a
trial of the strategy and associated instruments described in the previous

chapters.

In choosing a trial sample we had a number of options. One option was
to draw a representative sample which was statistically sound. For example,

a two-stage sampling procedure of the following sort may have been employed:

1 a sample of colleges, initially stratified according to size, and
then chosen with a probability proportional to the number of staff
employed in each;

2 a sample of staff randomly selected from each of the colleges chosen

in 1.

This two-stage probability sampling procedure would provide a target sample
of colleges and staff which would be representative of the entire group of
colleges and staff in each system. For the major part of this present study
we did not employ such a strict sampling procedure. However in one small
aspect of the study, an examination of teachers' views of industrial

leave as a staff development strategy, we did employ a two-stage sampling

procedure. This is reported in detail in the final chapter.

An alternative approach would be to place less emphasis upon creating
@ statistically representative sample of colleges and staff. Rather a

sample of colleges could be drawn based on a variety of criteria. This was
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the procedure adopted in the present study. Colleges were selected which
encompassed a diversity of teaching interests and which had expressed an
interest in the development of a methodology for staff development
evaluation. The importance of this criterion should not t= underestimated
and a considerable amount of time prior to sample selection was spent
discussing the project with colleges. A further basis used for selection

was the inclusion of a group of rural colleges - for practical purposes it
Wwds necessary for these to be in the same geographic region. Hence the
sample war ccrefully chosen to provide an appropriate trial of the evaluation

methodology.

A description of the sample for each system follows.

A Sample of Colleges and Staff in the Department of Further Education

A cample of 12 colleges of the Department of Further Education was selected
on the criteria described above. It was felt that this number of colleges
was within the available resources of the study. Nine colleges were within
the Adelaide metropolitan area and the remaining three colleges outside

that area were within 350 kilometres of Adelaide.

Most Department of Further Education colleges are made up of schools
which specialize in different areas of teaching. Table 8.1 contains a
description of the sample in regard to the types of schools represented
in seven of the colleges selected. A further five colleges sampled did not
possess a school structure due to the relatively small size of their student
enrolment. However two of these were divided into major General Studies/

Technical Studies divisions.

The selection of staff within these colleg.s was dependent upon the
resources made available by the colleges and thosz of the researchers.
Tdeally it was expected that all principals, heads of school and full-time
teaching staff would complete evaluation reports. In addition those personnel
responsible for the college staff development program, such as staff develop-
ment committees, would complete a College Evaiuation Report. That meant there
were four target groups of staff in the sample. A fifth possible group, the
part-time teaching staff, were surveyed in a different aspect of the study.1
The staff sample will now be described.

1 At the time of sampling for a trial of the methodology, resources were
not available to include part-time teaching staff.

17y
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Table 8.1 Schools Represented in_the DFE College Sample

Type of school Mumber represented

School of Automotive Engineering
School of Building
School of Business Studies

NN e

School of Dental Technology
School of Electrical Engineering

School of Electronic Engineering

F -~ R S

School of General Studies
School of Graphic Arts
School of Hairdressing
School of Music

School of Plumbing

School of Technical Studies
School of Wool and Textiles

Lo B 72 Y

Total number of schools 21

College Staff Develupment Committee {or equivalent)

Within each of the 12 colleges in the sample a staff member or committee
was responsible for the operation of +the staff development program. That
person or committee was requested to ccmplete the College Evaluation Report.,

Hoads of School (or equivalent)

There were 21 schools in nine colleges in the selected sample, and hence

21 heads of school were requested to answer the Head of Section Evaluation
Report. A further two colleges *ere sach organized in two major dimensions.
The teacher-in-charge of each was also requested to complete a Head of
Section Evaluation Report, as were three senior teachers in each of the
three remaining colleges which did not possess a school or division
structure. In all 28 senior staff members were asked to complete the Head
of Section Evaluation Report. '

Full-time Teaching Staff

The sample of full-time teaching staff selected for the trial was dependent
upon, among other things, the extent of likely co-operation of college staff
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in completing the Teathor's Evaluation Report. While an expressed interest
had been demonstrated by senior staff of each of the colleges selected,
several factors affected the response by staff in each of the colleges
concerned. For instance, one college staff had in the previous fortnight
undergone a similar survey and it was felt by the researchers that such
duplication would reduce the reliability of the information gathered.

The staff of three colleges were omitted from the sample of those partici-
pating in the tvial of the Teacher's Evaluation Report for this or similar

reasons.

Nine colleges remained in which a trial of the Teacher's Evaluation
Report could be undertaken. In seven of these colleges all teaching staff
to whom the evaluz*..on reports could be directed were included in the target

sample. In a further two colleges a subsample of the total college teaching

staff was surveyed. In these cases cognizance was taken of the capacity of

“the college to co-operate. Factors limiting a college's ability to assist

in the study included a lack of time for either a head of section, or a staff
development officer, to give the report to the teacher concerned, assist the
teacher where necessary and collect the reports. A subsample of teachers
representing the various areas of teaching in the college was chosen by the
staff member in charge of staff development. In each instance this subsample

was one-third of the total college staff.

In this way a sample of 312 teachers was selected from a total of
approximately 450 teachers in nine colleges. In Table 8.2 the sample has
been described in terms of the three major areas of teaching in the Department

of Further Education: Business Studies, General Studies and Technical Studies.

Three points should be mentioned to assist interpretation of Table 8.2.

Technical Studies includes the Schools of Dental Technology, Hzirdressing,

. Plumbing, Automotive Engineering, Graphic Args, Electrica’ -.1d Electronic

Engineering, Building, Wool and Textiles and Technical 5 ‘ti.es. This
category of teaching area is therefore extremely broad. Secondly staff from
the three colleges without a school or division structure were included in
the category of General Studies. While this will be mainly true with the
present sample, there may have been a small number of teachers who could
have been better categovized in Business Studies. Finally in one college
only an incomplete record of the staff who had returned the reports was

available - hence the 'unsure' category.
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Table 8.2  Proportion of Teachers in each of Business Studies, General
Studies and Technical Studies

Area of Staff represented
teaching (per cent)
Business Studies 9.3
General Studies 20.5
Technical Studies 68.2
Unsure 2.0

100.0

A Summary of the Department of Further Education Sample

Twelve colleges participated in a trial of the proposed evaluation «ethodology
for staff development. Three of these colleges provided only limited par-
ticipation. Table 8,3 summarizes the resulting sample.

Table 8.3 DFE Sunple for the Trial of the Evaluation Methodology for
Staff Development

Target Number selected

Colleges: wurban

rural
Staff development committees (or equivalent) ) 12
Heads of school (or equivalent) 28
Full-time teaching staff 312
Principals 12
.Staff development officers® 3

8 Senior lecturers (staff development).
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Table 8.4 A_Summagxﬁof the Types of Departments, According to Specialist
Field, in the Victorian Technical Schools Division Sample of

Colleges

Number of departments

Field of specialization :
represented in sample

Science/Maths 7
Art and Design 5
Building 19
Business Studies Vi
Engineering 27
Rural and Horticulture 3
Music

Industrial Studies

Personal Studies 6
General Studies 10
“otal pumher of departments 87

A Sample oi Col’eges and Staff in the Victorian Technical Schools Division

The techknice® aid further education component of the Technical Schools
Divisien jncludes ﬁuiti-purpose colleges, mono-purpose colleges and technical
schoo'.s. sach type of institution was included in the sample design. It

was decrded to select two urban institutions from each of these three
catvrories and three rural institutions, one of which was a technical college.
As a ¢ sult six instituticns in the sampie were within the Melbourne metro-
politan vrea and three were mon-fis:)opolitan and approximately 200 kilometres
from Melbourne. The selection =¥ hese colley - and technical schools was
based on the criteria already deccribed in tne sampling procedure for the

Department of further Educatic . college sawmple.

B h college has a number of specialist departm:nts, which range from
a size of two to sbout fwelve full-time staff. Talle 2.4 centains a
description of the types of departments in the selected sample of colleges
ar.d technical schools.
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From the nine colleges a s - “f staff was selecfed. The s.aff

sample comprised four target gru- - staff development committees (or
their equivalent), heads of .=oz. t, full-time teaching staff and
principals. Where applicabi: - ~>reeptions of education services

officers were also sought. Anucaer target group, the part-time teaching
staff, was surveyed in a different aspect of the study. A summary of the
staff sample for the Victorian Technical Schools Division trial of the
evaluation methodology is as follows.

Staff Development Committees (or their equivalent)

Within each of the nine colleges in the sample the staff member or committee
Tesponsible for the operation of the program was requested to complete the
College Evaluation Report.

Head of Department

Eighty-seven teaching departments were identified in the sample of nine
colleges, each with a staff member in charge of its functioning. These 87
staff members were requested to answer the Head of Section Evaluation
Report,

Full-time Teaching Staff

A sample of teachers was selected from each college and technical school.
As already mentioned the size of each sample depended on the resources
available for the administration and collection of the teacher evaluation
reports. Furthermore not all teaching staff werc eligible for selecticn.
Technical schools comprise three categories of staff: those who teach
solely in the TAFE component, those who teach solely in the secondary
comporent and those who teach in both. For the purposes of this study all
staff who taught at least some of their allotment in the TAFE component
were eligib'e for inclusion in the sample. As a resuit some teachers
selected may have taught only an hour or two a week in TAFE-related courses.
In three institutions a sample of staff was selected by the education
services officer as being representative of ti:e diversity of teaching
interests in the college.

In this way a total of 278 full-time teaching staff was selected.
Table 8.5 summarizes the full-time teaching sample according to the
teachers' field of specialization,
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Table 8.5 The Sample of Full-time Teaching Staff of the Victorian
Technical Schools Division According to Specialist Teaching

Field (N=278)

Per cent of teachers

Area of Specialization in this area

Maths/Science .2
Art and Design 6.8
Building 19.8
Business Studies 9.0
Engineering ) 28.8
Rural and Horticulture 3.2
Music ; .7
Paramedical -
Industrial Services 1.4
Personal Services 12.2
General Studies 10.9
100.0
Principals

The principal of each of the niue c.,lleges ir “uded in the sample was
requested to complete a Principai’. Eraluat.on Report.

Staff Development Officers

Four of the colleges selected in .& - wple poss¢ssed ain education services
officer wni. < %3 lacluded the operation of the college staff development
program. Th.s> »taff embers were asked to complete a Staif Development

. Officer's ¥sa .:ii0n RopoTi,

A Suvmary of the Vistorian Technical Schools Division Sample

Nine colleges participated in the trial of the proposed evaluation
methodology for staff development. Table 8.6 summarizes the resulting
Technical Schools Divisica sample,
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Table 8.6 Technical Schools Division Sample for the Trial of the
Evaluation Methodology for Staff Development

Target Number selected
Colleges: wurban 6
rural
Staff development committees (or equivalent) 9
Heads of department 87
-Full-time teaching staff 278
Principals 9
Staff development officers? 4

a education services officers

Administration of the Evaluation Instruments

Three major groups have been identified as central to the evaluation of a
college staff development program - staff development committees (or their
equivalent), heads of sections and general staff (in this case, full-time
teachers). A further two groups, principals and staff development officers,
also provide relevant information.

There was considerable diversity among collepes in both systems in
regurd to the management of staff development. This meant there could not
be a uniform method of administering evaluation instruments in the trial.
Each college had its own peculi arities and it was always the researchers'
intention to produce a flexibl racher than a rigid evaluation hethodology.
To explore the effects of differences in the administration of the
instruments procedures in each ‘Jlege were documented, and these are
summarized in Figures 8.1a and 8.1b.

-In Figures 8.1a and 8.1b the term 'meeting' is used. Meetings referred
to in this context were aimed at explaining in detail the relevant evaluation
reports and were not general discussigns about tre «verall strategy - these
had already occurred. Genvrally these meetings lasted abgut an hour although
in a couple of instances they extended for two hours. We have not included
in the accompanying table statements such as 'Principals were to complete
Principal's Evaluation Report' r 'Heads of School were to complete Heads

"of Section Evaluation Report'. This is to be assumed unless otherwise
stated. In one instance the researchers met with the general teaching staff
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Colleqs 1  Meeting with Principal outlining evaluation strategy and all roports. Brisf meoting
(about 20 minutes only) with Heads of School, followed by an extended mesting with
one Head of Schoole Heads of School to administer Teacher [valuation Report.
Pringipal to complete College Evaluation Report. No staff development committee or
staf{ member in charge of it (apart from Principal).

College 2 Two meetings with Principal and Senior Teacher. Principal to complete College
Cvaluation Report. Senior Teacher to complete Head of Section Lvaluation Report and
administer Teacher Evaluation Reports. No staff development committee.

College 3 Meeting with Principale Meeting with Principal, Heads of School and Senior Lecturer
(SD) who comprise the staff usvelopment committee. This committee to complete
College Evaluation Report. Senior Lecturer (SD) to «~1- -t representative sample
of teaching staff and administer Teacher Evaluation Rep i1t.

College 4  Principal absent. Two meetings with Heads of School. Meeting with staff develop-
ment committee (representative of all staff) and Senior Lecturer (SD). Heads of
Schaol to administer Teacher Evaluation Reports. Committee to complete College
Evaluation Report.

College 5  Meetings with Principal, Houds of School and Senior Lecturer (sD). Heads of School
to administer Teacher Evalus! on Reports to a sample of teachers selected with a
probability proportional to the number of staff in each school. Senior Lecturer (sp)
and Principal to complete College Evaluation Report. No staff development committee.

Collega 6  Meeting with Senior Teacher only. Senior Teacher to distribute evaluation reports
to staff in charge of sections and general teaching staff; also to complete College
Evaluation Report. No staff davelopment committee.

College 7  Two meetings with Principal and Senior Teacher. Senior Teacher to complete Head of
Section Evaluation Report and College Evaluation Report; also to administer Teacher
Evaluation Report. No staff development committee.

College 8  Meeting with Principal, Senfor Teacher and staff. Senior Teacher to complete Head
of Section Evaluation Report and College Evaluation Report; also to administer
Teacher Evaluation Report. No staff development committee.

College 9 Meeting with Principal. Two meetings with staff member in charge of staff develop—
ment. Meeting with Heads of School. Meeting with staff development comnittee.
Committee administered Teacher Evaluation Report and completed College Evaluation
Report.

College 10 Meeting with Principals Meeting with staff member in charge of staff develo:
program, who completed College Evaluation Report. Meeting with Heads of Scro. ..
- No staff development committee and no administration of Teacher Evaluation Report.

College 11 Principal sbsent. Meeting with Heads of School including one who was also in
" charge of staff development programy and completed College Evaluation Report. No
staff development committee and no administration of Teacher Evaluation Report.

College 12 Two meetings with Principal and staff member in charge of staff development. This
staff member completed tollege evaluation report and distributed Heads of Section
report to senior staff responsible for sections. No staff development committee
and no administration of Teacher Evaluation Report.

Figure 8.]a A Summary of the Methods of Administering the Trial of the
Evaluation Methodology in the South Australian Department
of Further Education
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College 1

College 2

College 3

College &

Collego 5

College 6
College 7

College 8

College 9

Meeting with Vice-Principal. Mesting with Heads of Department and Education
Services 0fficer. Meeting with staff development committes. Committee to complete
College Lvaluation Report and Education Services Officer to select a representative
staff sample and administer Teacher [valuation Reports.

Meeting with Principal and staff member in charge of staff development, who was
responsible for completing the College Evaluation Report. Individual meetings with
Heads of Department who were responsible for the administration of the leachers
Evaluation Report. No staff development committee.

Meeting with Principals Two mestings with Education Services Officer. Two group
moetings with Heads of Department. A random sagple of tsachers selected by
Education Services Officer and evaluation reports mailed to them from Australian
Council for Educational Research. Staff development committee temporarily
disbanded. (ducation Services Officer to complete College fvaluation Report.

Meeting with Principal, Heads of Department and staff member in charge of programe
This staff member was to complete the College Evaluation Report and adeinister the
Teachers Evaluation Report. No staff development committee.

Meeting with Heads of Departeent and Education Services 0fficer. Meeting with
staff development committee who were responsible for completing the College
Evaluation Report. Education Services Officer selected a representative sample of
teachers and, with the Heads of Department assistance, administered the Teachers
Evaluation Report.

Meeting with person in charge of program, staff development committee and Heads
of Department. Heads of Department administered Teacher fvaluation Report. Staff
development committee were to complete the College Evaluation Report.

Meeting with Vice-Principal. Meeting with Heads of Department. Two meetings with
staff developrent committes. Heads of Department to administer Teacher fvaluation
Report, Staff development comaittee to complete College fvaluation Report.

Meeting with Principal, Meeting with Education Services Officer. Individual
sestings with Heads of Department who were to administer Teacher fvaluation Report.
Education Services Officer to complete College Evaluation Report. No staff develop~
ment comnittee,

Meeting with Principal and staff mesber in charge of program. Meeting with Heads
of Departwant. Staff mesber in charge of program to complete College Evaluation
Report and to assist Heads of Department administer Teacher Evaluation Report.
No staff development committee.

Figure 8.1b
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A Summary of the Methods of Administering the Trial of the
Evaluation Methodology in the Victorian Technical Schools
Division Sample
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to discuss the Teachers Hvaluation Report, In genoral the head of section
was expected to discuss these reports with his or her staff when administering
them.

The Part-time Teacher Sample

At the time of sampling for the trial of the proposed methodology, resources
were not available to enable the inclusion of part-time teaching staff,
Subsequently, however, a small sample of part-time teachers from the Victorian
Technical Schools Division and the South Australian Department of Further
Education was Selected in order to provide a trial of the Part-time Teachers
Evaluation Report. Staff lists of part-time teachers were obtained from
three colleges in each system, and from these lists a sample of 323 part-

time teachers was selected. This represents 61.5 per cent of the total
number of part-time teaching staff employed by the six colleges at the time
of the trial. All colleges represented in the sample were from metro-

politan areas.

The selected part-time teacher sample for each system is summarized
in Tables 8.7 and 8.8. This is done in a manner simi’ar to that summarizing
the full-time tcacher sample described earlier, i.e. in terms of 'fields of.
teaching' for the Victorian Technical Schools Division sample and 'major
areas of teaching' for the South Australian Department of Further Education.

The South Australian sample requires some amplification. Staff comprising
the Technical Studies major area of teaching were drawn from three schools
in two colleges - School of Electrical Engineering, School of Electronic
Engineering and School of Technical Studies. Similarly in the case of
teachers from the General Studies major area of teaching, three schools in
+wo colleges were represented - School of Art and Craft, School of General
Studies and School of Matriculation Studies. Teachers involved in the
Businesq Studies area of teaching were drawn from only one college.

The procedure adopted for this trial was to mail to the target sample
a copy of the evaluation report together with an explanatory letter. The
staff were requested to complete the evaluation report and return it in e
stamped, self-addressed envelope. An initial follow-up letter was sent to
those who had not Teturned the evaluation report within two weeks of them
beiné received. In the case of those staff who still did not reply within
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Table 8.7 The Sample of Part-time Teaching Staff of the Victorian
Technlcal Schools Divislon AccordIng to Spoclallst Teaching

Fleld TR = 1%9)

Per cent of teachers

Area of specialization in this area

Maths/Science 2.3
Art and Design 3.0
Building 0.7
Business Studies 40.6
Engineering 2.3
Rural and Horticulture -
Music -
Paramedical -

Industrial Services -

Personal Services 13.5
General Studies 37.6
100.0

a further two weeks, a second follow-up letter was sent; included with this

letter was a spare copy of the report. Each of these letters are included
in Appendix 5.

Table 8.8 Per cent of Part-time Teachers in Each of Business Studies
General Studies and Technical Studies (N = 190

Area of Number represented
teaching (per cent)
Business Studies 5.3
General Studies 63.1
Technical Studies 31.6

100.0
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This concludes a description of a sample of part-time tenchors, and
the survey procedures adoptod, which provided the hasis for a tvial of the
Part-time Teachers Evaluation Report,

Processing the fivaluative hata - Suggested Analysed

An evaluation strategy for staff devolopment has heen proposod that conslsts
of two phases - a doscriptive phase and a judgmental phase. The dotalled
examination of the rationale and operations of the program in Australian
technical and further education in ecarlier chapters is an importan. component
of the descriptive phase. Anothor is the collection of datu and that has
been the concern of the previous section. The descriptive phase also focuses
upon the relationships betwoen each of the clusters of elements which define
the evaluative framework and about which data have been collected. This
aspect of the descriptive phase will now be examined.

In Chapter 5 it was noted that therc were three major types of relation-
ships which guide the processing of ~,aluative data. These relationships

were:

1 the congruence between intended background factors, processes and
outcomes and the observed background factors, processes and outcomes;

2 the logical contingency between the intended background factors,
processes and outcomes;

3 the empirical contingency between the observed background factors,

processes and outcomes.

It would be useful to consider a number of examples of how data may

be processed in each of these three ways,

Congruence Between Elements

There are two approaches to examining the congruence between elements. The
first is to compare what is intended or expected witu what is observed. The
second is to compare the extent of congruence between a number of perspectives

on the same issue. Each will be discussed in turn.

A major source of infomnation about what is intendad at the system
level is found in ea.. system's policy statement. In particular these
define policies about funding arrangements, attendance regulations,
evaluaticn nd accountability. One such policy which has been mentioned

in the description of the Victorian Technical Schools Division program is
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the requivement of Institutions to conplage halt-yearly accomtabiltty/
evaluation revur 8, Annther Ia thuy requlremont of the South Aunt ralion
Departmont of turther Hducation that ouch liue wuciger has rosponsibiilicy
for the contlnuing professional development o, “is ay noy colloagues,
Information can he collectod about each of these  .reo syatem-~related
background churactorintics. For oxawple, In the 11 .1 Ipstance i1 wad
Indiearad tn Chapter 4 that a small number of collegos und'tochnlcul

schools failed to complete an accountability statement by tho due date.

In rogard to the latter, evidence upon this issue could he obtainod from

the Heads of Section Evaluatlon Report which ausks whothor heads of section
think that understanding the strategles of staff development, including the
establishment of needs and priorities, is important for them to be effuctive
in their job. Indirect evidence might be obtained from a staff develop went
officer's perceptions of whether heads of section requlre increased s' °'ls
in this area and from teachers who are asked to indicate whether in: nt
assistance is given to them in analysing thelr staff development ne

An illustration of congruence between intended and observed nrc 3
is given in the types of staff development strategies proposed by Victorian
TAFE institutions and then disclosed in their accountability/evaluation
statements, Table 4.12 in Chapter 4 is a typical example of the . gpt

of congruence between processes,

One can also consider the congruence between different pcispectives
on the same issue. Factors affecting staff participation in the program
are commented upon in detail by both teachers and hsads of section. To
what extent are these views the same? A similar question can be raised in
regard to the effectiveness of the program. Teachers, heads of sections
and staff development committees (or their equivalent) have the opportunity
to express their own views about the effectiveness of the program.

Consistently we have made the point that an underlying purpose of the

. proposed evaluation strategy is to create a communication process within a

defined conceptual framework. Therefore one would expect a college-based
discussion of any resulting incongruence between perspectives to be a major
form of processing the data. One may also wish to treat the data more

quantitatively, and two simple procedures are suggested below.

Consider the congruence between factors restricting attendance at
staff development activities. A suggested means of analysis to examine
whether the perceptions of each of the relevant groups differ is as follows.
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A four-point scale was used for respondents to indicate the extent to
which each factor restricts attendance. These were 'considerable',
'‘moderate', 'slight' and 'nil'. It would seem appropriate to reduce the
scale to a dichotomous measure by combining the 'considerable' and
'moderate! scores and the 'slight' and 'nil' scores and then calculating
the percentage respondents in each of the resulting categories. Table 8.9
gives a set of hypothetical data for teachers and heads of section for a

hypothetical college.1

The question arises as to how much difference between each perspective
on a particular factor is reasonable to accept before one argues that
incongruity exists. This is a subjective decision although one could expect
that n the case of the fourth item, for example, the small amount of
difference between the views of teachers and heads of section would be of
little consequence. This is particularly true in comparison to the amount
of difference of opinion existing within the teaching group. On the other
hand the large differences in the third and fifth items might well provide

a basis for extensive discussion between both groups of staff.

One may also wish to test the statistical significance of the
differences between each set of perceptions, Oppenheim (1973) suggests a
very simple method of testing the statistical significance of differences
between percentages provided the sample size of each group is known. In
the above example there would be a statistically significant difference
at the 0.05 level between the perceptions of heads of section and teachers
in items 3 and 5. There would not be a significant difference at this level

.o .. . 2
of significance Zur any of the remaining items.

1 . ‘e . .
In the current chapter contrived but realistic data is used as a basis for
examining particular approaches to the processing of evaluative information.

2 The danger of using notions of statistical significance in college-based

evaluation is in the arbitrary nature of the level of significance which
is accepted, and which therefore affects the cut-off point between a
significant difference and one which is not. Elsewhere we have examined
in some detail this issue (Ainley and Fordham, 1979) and for the moment
only wish to point out that the typical selection of the five per cent,
and to a lesser extent one per cent, levels of significance has been done
on the grounds that it guards against accepting false hypotheses as true.
In so doing true relationships may be rejected. This may be quite
detrimental to the program being evaluated.



Table 8.9 The Percentage of Teachers and Heads of Section Indicating
the Effects of Varlious Factors upon Staff Participation:

nggle Regults

% of respondents indicating that
Factors factor is of either considerable
or moderate impoitance

Full-time teachers Heads of Section

(N = 100) (N = 20)

1 Cost (e.g. for travel and

registration) 32.0 40.0
2 Domestic and/or personal

responsibilities 52.0 62.0
3 Insufficient assistance in

helping staff be aware of

their own needs 84.0 57.0
4 Reluctance to break continuity

of teaching program 58.0 60.0
5 Inappropriat times during which

activities are planned, e.g.

weekends 57.0 30.0

A second approach to examining congruence is based upon profile
similarity. Table 8.10 provides a set of hypothetical data concerning the
effectiveness of the program as perceived by teachers, heads of section and
a staff development committee. In this case group mean scoré; have been

given, although median values would also be appropriate.

It is useful to construct a profile1 for each group from these scores,
and this is done in Figure 8.2. As in the approach described above, much
can be gained by simply inspecting the profiles item by item. If however
one is concerned with overall effectiveness there are two measures of profile
similarity which are appropriate - the product moment correlation (r) and

the distance measure (D).

The product moment correlation focuses upon the shape of each profile.

It measures tne extent to which two profiles possess the same overall shape.

1 This technique has been used extensively by K. Piper in his report
Curriculum Style and Social Learning (Piper, 1978) and we thank him
for his assistance in this regard.
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Table 8.10 Program Effectivenessn in regard to 14 Evaluative Criteria as
Perceived by Teachers, Heads of Section and Staff Develop.ent

Committee
Staff
b Full-time Heads of development
Program outcomes teachers Section committee
(N=100) (N=20) (N=1)¢
X Y Z
1 Increased your confidence in
dealing with students 1.4 1.7 1.7
2 Improved your teaching performance 2.2 1.9 1.5
3 Introduction of new teaching
procedures into your lessons 2.1 2.0 1.9
4 Changes in the content of
courses taught in response to
modern business and industry
practices 2.5 2.2 2.2
5 Development of a team work
approach to reaching the goals
of the department or college 1.2 1.8 1.8
6 Increased your awareness of the
future rieeds of industry and
commerce 2.2 1.9 1.7
7 Increased knowledge of concepts
and skills related to your
teaching 2.6 2.2 2.3
8 Increased your satisfaction in
teaching 1.9 1.4 1.2
9 Gave you a greater understanding
of the total work of the college 0.5 0.8 1.0
10 Increased your adaptability to
future organizational changes 1.1 1.4 1.4
11 Prepared you for future positions
of responsibility 0.6 1.4 1.3
12 Increased your commitment to the
educational goals of the
department or college 1.2 1.6 2.0
13 Improved your consultative
contribution to outside
organizations 1.0 1.0 1.0
14 Lecd to the exchange of
information about courses,
etc., between colleges of
future education 1.9 1.2 1.2

2 Effect Scale: 0 (Nil) - 3 (Considerable).
b As expressed in the Evaluation Report for Full-time Teachers.

€ The scores attributed to the staff development committee reflect an average
opinion of the Committee members.
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The more similar tho profiles are the closer the correlation coefficient
will be to unity (r = 1.0). The more dissimilar they are the correlation
coefficient approaches zero (r = 0.0). Finally an inverse relationship
between the scores of one group and those of the other will rosult in a
negative correlation. The correlational yrocedure does not allow a
comparison between all three profiles at once hut, in the ahove case, we cun
measure the extent to which the three profiles are similar, taken two at a
time. The resulting correlations are as follows:

(a) rteacher-head of section 0.77

. = 0.61
(b) Tteacher-staff deve)opment committec

= [¢
(c) Thead of section~staff development committee 0.90

3,0 «
~—— Ffull-time Teachers
------- Heads of Section

. sere®esss Staff Development Committee

~
.
o
L

—

.

wn
i

Effect of Program on Possible Qutcome

—

.

<
i

0.5 +

T T Y Y T Y T T T T T

1 2 3 4 5 6 7 8 9 10 11 12 13 14
Possible Outcome (reference number)

Figure 8.2 Profiles of Teachers, Heads of Section and a Staff Development
Committee's Perceptions of the Effectiveness of a Staff
Development Program
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Therefore one cun say that there is un extromely high dogree of simitarity
botween the perceptions of hends of soction and the staft development
comnittee in regard to overall program offoctiveness., Thiv iu Indicuated
by the correlatlon botween the porcoptions of both these groups of staff
(r = 0.90). The similarity between the porceptions of teachers and their
heads of suction Is slightly less (r = 0.77) and the least similarity is

between those of teachers and the statf development committec (r = 0.61).

There are two further characteristics of the above profiles which are
of interest. The f.rst is the amount or level of effect and is represented
by the mean scores . hich characterize the profiles. Even if profile shapes
are highly similar one profile may cahibit a high level of effect and the
other a much lower level. For this reason a measure of profile level is
important for interpretation of profiles. The second characteristic of
the profile worth considering is the extent to which the mean scores of a
particular profile diverge from the profile average. This is known as

dispersion or scatter.

A measure of profi!: similarity which combines shape, dispersion and
level characteristics of individual profiles is described by Nunnally
(1967) and is known as the distance measure D. In the present example the
greater the D measure the greater the difference between the effectiveness
of the program as perceived by each of the above groups in relation to the
outcomes listed. The smaller the D measure the smaller is this difference.
Figure 8.3 illustrates the two measures of profile similarity and the

independence of each.

The calculation of D measures is not difficult. From Nunnally (1967)
we can define the distance D between two points corresponding to two group
profiles as equal to the square root of the sum of squared differences on
the profile variables. This is done, in full, for one set of the scores

in Table 8.11.

By this means one can calculate the three D measures for the set of

profiles in the present example. The resultant D values are:

(a) D = 1,A2

teacher-head of section

(b) Dteacher-staff development committee = 1.84

(©) Dpead of section-staff development committee = 0.69
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By cateutating both v valuos and 0 meuasuros we have u simple moans of comparing
profiles of data gathored from different groups of Individuals, Two points
should be noted. Such comparisons can only he made within the same sots of
profile variables and not between difforent sets of profile variables.
Secondly, the I measure is suited to only comparative purpeses and cannot

be related to any ahsolute standards.

In summary the evaluator can examine the congruence betwoen intended

and ohserved olements which comprise an evaluative framewcrk. 'This can

—
d4 4+
+ /\//\ +
Effect 34 Effect 3¢
7 21 /\/\
1-/\/\ 14 /\/\
I 1 '\ 1 1 L - L I
T L3 T T T T T 1 T
1 2 3 4 5 1 2 3 4 5
Variable - Variable »
r = + ve high r = + ve high
D = high D = low
44 4+
+ +
Effect 3+ Effect 34 :><::><::>*<:>><:
1/VV
14 14
1t 1
2 3 4 5 1 2 3 4 5
Variable » Variable -+
r = ~ ve high r = - ve high
D = high D = low

Figure 8.3 A Representation of r values and D measures for Four
Hypothetical Sets of Profiles
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Table #,11 The Calculation of the I Meusure for a Set of Profite Varinbles

Derived trom the Porcoptions of Teachers und Hoads of Section
o !

Full-time  Heads of .
Profile variables tonchnrs school (X-Y) (x-Y)*
X Y

Increased your confidence in dealing

with students 1.4 1.7 -0.3 0,09

Improved your teaching performance 2.2 1.9 -0.3 0.09

Introduction of new teaching

procedures intn 'rour lessons 2.1 2.0 0.1 0.01

Changes in the content of courses

taught in response to modern

business and industry practices 2.5 2.2 0.3 0.09

Development of a team work approach

to reaching the goals of the

department or college 1.2 1.8 -0.6 0.36

Increased you. awareness of the future

needs of industry and commerce 2.2 1.9 0.3 0.09

Increased knowledge of concepts and

skills related to your teaching 2.6 2.2 0.4 0.16

Increased your satisfaction in teaching 1.9 1.4 0.5 0.25

Gave you a greater understanding of the ‘

total work of the cdllege 0.5 . 0.8 -0.3 0.09

Increased vour adaptability to future

organizational changes 1.1 1.4 -0.3 0.09

Prepared you for future positions of

responsibility 0.6 1.4 -0.8 0.64

Ircreased your commitment to the

educational goals of the department

or college 1.2 1.6 -0.4 0.16

Improved your consultative contribution

to outside organizations 1.0 1.0 0 0.00

Lead to the exchange of in“ormation

about courses, etc., between colleges

of further education 1.9 1.2 0.07 0.49
0% - zx-v)% = 2.61
D =1.62
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somot s ho done adequitoly at purely descviptive level without resort

to statistical procoduves, Illowover whon one 1 concornod with sots of
variablos then it way bo usoful to oxamlne variable profiles and tholr
propertios of shape, lovel and disporsion,  This approach is particularty
sulted to assossing the congruonce botwoon di fforont groups of staff |n
theilr porceptions of a sot of variabloes. Appropriate measures for theso
purposes include the product-moment corrolacion and tho D measure, A
tochniquo for tosting the statistical significance of porcontage ditforonces,
as thoy relate to difforent groups of statf, has beon includod, togothnr

with o cautionary noto concorning its uso,

Describing Contingeucies

Examining the relationships between background factors, processes and progranm
outcomes is central to the descriptive phase of an evaluation. These

relationships may be either intended or observed,

Part III of the College Evaluation Report provides an excellent basis
for studying the logical contingency inherent in the operation of the college
staff development program (Appendix 4(6-9), Information sought in this
section of the report relates to the college's forthcoming program and can

be summarized as follows:

Background factors Processes Outcomes
A Current needs of staff C Specific staff D Outcomes of most
and organization [II1]1 dévelopment value [1]

strategies of
most use (IV[i],
IV[ii])

B Factors affecting
operation of program
[111]

In order to assess the logical contingency between each of these general
categories of elements one would look for clear relationships between each
group. For instance a college evaluation report may include the following

information relevant to each of the above sets of elements,

1 The numbers in parenthesis refer to the relevant section of Part C of
the College Evaluation Report.

‘/;7 v ..
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Background factors

Pracessos

Outeom s,

A Skills in euveicnbum {0 Short tovm visits b Changoes in content
deve lopment to industey ot courses taught
Knowlaedge of modern Shavt coursas iy in rosponse to the
davelopments Lo commoreo cureieulum neads of industey
and industey duve lopmont and commeres
Paveleipation ot Soctionat
sectionat atalf In currtcular moet fngs
currleuta ota,

] Na provisions for staff

voplacements aver lony
poriods of Limg

In the ahove oxamplo one could argue that there ix a lagical consistency
in the choico of staff developmont strategies. They are consistent with the
curront noeds of the staff and organization and tho constraining influence
of staffing roplacoment. They arc also consistent with the expectod outcome

of the program.

In contrast the omission of sectional moctings to discuss proposed
curricular changes could result in requisite curricular skills and an up-
to-date knowledge of industry and commerce being developed but not channelled
into the teaching of new courses. This oversight would be an example of a
lack of logical contingency between elements. Others would include the
failure to examine the need for improving curricular skills amangst staff
or proposing staff development strategies that are either inconsistent with
system/college characteristics (e.g. industrial leave) or the intended

outcome (e.g. courses in teaching methodology).

An examination of empirical contingency can be done in a similar manner
axcept that information needs to be collected over, or at least relevant to,
di fferent points of time, Ideally a longitudinal evaluation study is implied
similar to the time sequence time1 and time2 in Figure 8.2. This would
enable relationships between background factors at timel, outcomes at time,
and strategies implemented during the intervening period to be explored

some time after timez.

Of special interest might be the relevance of particular staff develop-
ment strategies to particular program outcomes. In a college-based
evaluation one could ask teachers who attended specific activities, or a
sample of those teachers, to estimate their effectiveness in terms of the
evaluative criteria established for the program, Profiles similar to those

observed in the previous section would provide an adequatc means of
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rapresenting their velative offect iveness, This wonld Facilitate a hui Ld-
e of knowlodge about the potential oFfectiveness of vaviong slrilagios

aed asslat plmlng futuve programs, Ro lationships between hackgrounl
Faetars und both processes and onteomes coutd be simibdarly explored, Foy
example one cordd group rewchors secording to their spociatint toaching
Frold and pavtlelpation in covtaln netivitios, Hatimtos of oftvctivenais
could then bo made for vach of these groups hased upon tho rosultant
profites, In this way the iuternction of staff charpctorisitics, stratoglos

and outcomes can ho oxaminod,

The use of protfiles and measures of protite simitacity would soom o
stuple and offective moans of oxaminlng ompiricat contingoneles botwoon
sots of elomonts Lo the proposed ovaluative framework ., Thoy would coertainly
provide a sownd busis for discusslon ahout this aapect of the ataft dovelop-

ment program,

Judging the Effectiveness of a College Program

Judgment constitutes the second phase of the evaluatlve process, We have
recognized in Chaptor 5 that judgments must be made in regard to background
factors, processes and outcomes, When evaluating programs one is generally
more interested in judging its effectiveness in terms of a set of possible
outcomes, However judgments about background factors and processes form

an integral part of the methodology which is suggested for the evaluation
of staff development, For underlying the methodology is the assumption that
policies generated as a result of an evaluation are more appropriate if
data about each of these latter two categories of variables are taken into
account. That is these data possess more than explanatory value - they
provide a basis for sound decision-making., While this section discusses
the judgmental process in relation to outcomes and only brief mention is
made of its applications to background factors and processes, this does not

indicate a lack of relevance of associated procedures to each,

The bases on which judgments are made in staff development are not
clearly identifiable, Appeal to either relative or absolute standards as
a basis for examining evaluative data is generally not possible. However
two points already made are worth recalling. In Chapter 5 we noted that
central to the judgmental process is the attribution - ‘1nes to elements,
In Chapter 7 we then noted that the amount of confidenc. . .¢ can place in

subjective estimations of elements is dependent upon the types of elements
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being assessed,  Therefore the suggoestod methadology proponus Thieu

di Frevent factars that inthience the judgniontal provess.  he tiral ds the
estimece af a particubay olement abont which 4 Judgment 1o to be wade;  the
secotul i85 how mach contidence in pliacod b the procision of that oot hiiate
and the thivd is the amomt of value attachsd 1o the elopenl concernod.
This is seen most cloarly in pdging progeam ofect bvepsas whore andeipis
v luative cpiteria oxiat,  In o that instunee oach cvitovion will b visluml
to dfroving dogreos by hoth rhose participating v the program and those
organizing the program,  Also the contidence placad i the veliability of
the estimates made of vach critarion will di frov according ta the type af
critorion ettfoct which s boing moasuved,  The Intevaction of vach of theae
threo constructs across o wholo range of critoria would chavactorizo one's

holiof in the ovorall effoctivenvss of tho program.

In tho proposod mothodology a procodure wis suppostad whicl onablos
those in chargo of stalf dovelopment programs to systomnticnlly doserihe
the oxtent to which they value sach of a numbor of pousiblo outcomes of
the program., This cxercise is describod in Appondix 4 and only hriolly
commonted upon here. In tho exercise staft dovelopment committoos wove
asked to rank and thon woight a list of possible program outcomes so as
to indicate more procisely the relative importance of oach. We noted
earlier than the weighting aspect of the oxerclse proved quite difficult
and would suggest that for future use weighted priorities be exprossed

simply within a range of 1 (of no importance) to 100 (of high importance).

A set of hypothetica! data relevant to the exerclse, using the
suggested modifications, is given in Table 8.12. The possible outcomes are
grouped according to whether in the exercise they were more closely related
to individual staff members, the college or the system in general. Included
in the table is a set of hypothetical estimates of the effect of the program
upon each of the possible outcomes as perceived by a staff development

committee. These mean scores are presented in the 'Effect' column.

A procedure was also designed that would assess the confidence with
which individuals could make estimates about each of the criterion measures.
This was included in the Heads of Section Evaluation Report. However it
is equally suitable for both staff development committees and general staff.
Hypothetical data relating to a staff development committees usage of this

instrument is also included in Table 8.10.

> .
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Tahle w12 Priorities, Estimales and Copfidepce i Judglng the BFfoctiive

nean af o Progvam by o Staff Development Conni 1 co

bireot ol
Pussihle autoome Fotarigy WWaglUdig i oo s
3} | J .
vl oot nine AT ENITS ity al wal tidies

Stabt mewber yelatol

Iwredamd contbidepes ot
stalft i vdeating with
alidents i (I N 2o

Luproved tsaching
perrormanee of stal m by (1 1oy

evoaaad statt hpowledge ot
vieopts and sk bia velatod
to theiv reavhing 0 R 1ol A0

[neredsed adaptabitity of
stalt members to fatnve
organt zutfonnl changes Hoo (] 110 Ioh

Preparations of statt mombowrs
for tuture positions ot
responsibiibty 0 o s neo L

Colloge volnted

Introduction of modorn teaching
procoduros into the dopartment 20 () 58 .0

Changos of the content of

coursos taught in response to

modern husiness and industry

practices 40 2.2 18 3.0

Development of a team-work
approach to reaching the goals
of the department or college 100 1.8 180 2.2

Increased awareness of the
futuro needs of industry
and commerce 70 1.7 119 2.6

Increased job satisfaction
amongst staff 40 1.2 48 2.1

Greater understanding of the
total work of the college 60 1.0 60 2.0

Increased commitment of staff
to the educational goals of

System related

Improved consultative
contribution of staff to
outside organizations 80 1.0 80 1.8

Lead to the exchange of
information about courses,
etc., between TAFE colleges 60 1.2 72 1.8

; Priority scale: 1 (of no importance) - 100 (of high importance)
Effect scale: 0 (nil) - 3 (considerable)
Confidence scale: 1 (not at all confident) - 4 (highly confident)
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A 'utility' measure cun he employed to assess the effectiveness of a
program in terms of each criterion after taking into account the values
attributed to the criteria. In its simplest form it represents a multipli-
cative function of the effect score and the priority score. For example,
in the case of the data presented in Table 8.12 the utility score for the
outcome 'increased confidence of staff in dealing with students' would be
606 x 1.7 = 102. The sum total of all the utility scores would indicate the
overall effectiven:ss of the program in terms of the evaluative criteria
designated. This could then provide a basis fur the relative effectiveness

of future programs by acting as a relative standard of comparison.

The most appropriate quantitative use of the confidence score is far
more difficult to discern. Again one could apply a multiplicative notion
in combining the confidence and utility scores. However such a procedure
would require considerable research to establish the most appropriate
weightings to attach to each measure so as to provide an overall indication
of the extent to which one believed the program was effective. For the
moment we would only suggest that each utility score and the overall
effectiveness score are interpreted within the context of the confidence
measure. This will enable a more balanced assessment of program effective-

ness than otherwise would have been possible without such measures.

In summary we would argue that there are three basic notions central
to the judgmental process: estimates of effects, confidence in estimates
and relative importance of effects. Each must be taken into account in some
systematic manner so as to provide a sound basis for future decision-making.
Procedures have been included in the methodology which facilitate their

treatment in a formal manner.

Further Analyses - at the System Level

The methodology which has been outlined is primarily directed towards the
evaluation of college staff development programs. It may also be adapted

for an evaluation of an entire system's staff development program. The

three major target groups, staff development committees {or their equivalent),
heads of section and general staff, will be the major providers of data and

a sampling procedure may be designed so that not all members of these groups
need to be involved during the evaluation. The types of procedures already
suggested for the processing of data would be quite suitable. However with

the collection of large amounts of data it may be useful to apply other,
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somewhat more complex, statistical techniques for its analysis. This section
will briefly discuss several alternative methods for studying relationships
within the data and for making judgments about the program. Firstly though
Some comments about sample design.

Sampling

The target populations which are of interest for a system-wide evaluation
have been identified as -ollege program organizers (often staff development
committees), heads of section and general college staff. In terms of the
present discussion full-time teaching staff are the focus of attention

among the general college staff. Owing to practical constraints the system
evaluator is unlikely to be able to seek information from all members of
these target populations, even though he may wish to make generalizations
about each. Instead an incomplete coverage of the target populations may

be adopted. By use of appropriate sampling procedures valid system-wide
generalizations may still be made. Ross (1978) notes that there are certain
advantages in sampling from a desired population. These include reduced
costs, reduced requirements for highly trained personnel, greater reliability
of information gathered due to closer monitoring of the administration of
questionnaires, interviews etc. and finally increased efficiency in data

collection and processing.

In designing a sample for the system-wide evaluation of staff develop-
ment it is necessary to begin by defining each of the three target populations,
This may be quite difficult, as the following examples appropriate to the
Department of Further Education indicate:

(a) all staff development program organizers in DFE colleges at a

certain date;

(b} ali heads of section in DFE colleges at the date specified in
(a) above;

(c) all full-time teaching staff in DFE colleges at the date specified

in (a) above.

In each target population there may be difficulties in definition. Some
college principals will have formally given responsibility of the program to
an individual or committee; in other cases the operation of the program may
be on an 'ad hoc' basis and run by a variety of disinterested staff. Heads
of school are found in only 12 of the 29 colleges - in the remaining colleges
the evaluator must decide the staff member responsible for the day-to-day
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operations of the teaching staff. The definition of head of section will
thus depend upon the judgment of the evaluator. In the present study for
example it was decided on the advice of the principal to consider one college,
without a school structure, as comprising two sections each with a staff mem-
ber responsible. The identification of the most appropriate level of coilege
organization to define as a section will require extensive deliberation prior
to future evaluation studies. It may also be necessary to clarify the term
full-time teaching staff to distinguish between {a) full-time teaching staff
whose duties are confined to TAFE activities and (b) full-time multi-sector
teachers whose duties may also include teaching advanced education courses.
Clearly there will be many problems of definition in regard to the target
populations for an evaluation study when dealing with colleges with different

organizational structures and purposes.

It is useful to differentiate between the desired target population
and the survey population. Apart from the obvious difficulties of staff
absences due to longfsegx§ce leave, study leave etc. during the stipulated
period for the evaluaticn)iother factors such as new appointments, resigna-
tions and staff transfer will affect the size of the survey population.

A contrived but realistic survey population for the Department of Further

Education is presented in Table 8.13.

The construction of a suitable sample design is, in part, dependent
upon the unit or units of analysis which will guide the processing of data.
Two units of analysis appear appropriate for the evaluation of staff
development. The entire college program might be considered at one level
of analysis, the unit in this case being the college. A second level of
analysis might be the individual teacher and focus upon the teacher's staff
development program. With this in mind a sampling procedure of the following

kind could be adopted in relation to each of the target populations.

College program organizers. Since there are only 28 college program

organizers information needs to be obtained from each to enable a college

level analysis, otherwise the number of 'cases' will limit possible analyses.

Heads of section. Heads of section provide information relevant to

the overall college program and to that of the individual teacher. Since
the numbers of heads of section are also small it would be preferable to

seek information from the entire survey population.
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Table 8.13 A Comparison Between Desired Target Populations and Survey
Populations for an Evaluation Study of Staff Development in
the Department of Further Education

Number in Number in
Element desired population survey population
Program organizer 29 28
Head of section 50 46
Full-time teachers 1100 1000

Full-time teachers, Due to limited resources an attempt to collect

information from 1000 teachers may reduce the reliability of the data
collected. A sample of 400 or 500 teachers could however be within the
resources of the study. One can point out that a simple random sample of
about 400, regardless of the size of the total target population, can give
a standard error of a mean equal to five per cent of a standard deviation,
i.e. the range for the confidence interval for two standard errors is about
ten per cent. Therefore one could argue that a sample of between 400 and

500 teachers provides a sound basis for subsequent analyses.

To ensure a coverage of teachers across all sections one might stratif
the survey population according to 'number of full-time teachers in section-
Three strata could be used in the present example - Stratum I (1-6)1.
Stratum II (7-29), Stratum IIT (30+). Table 8.14 presents a set of data

which might be produced using the above stratification procedure.

Stratified proportionate sample designs are always at least as precise
as a simple random sample design which selects the same number of elements.
In situations such as the above where there are large variations between
strata with respect to the characteristic under examination we would expect
the stratified proportionate sample design to be a great deal more precise.
When considering the selection of elements within strata the system-
evaluator can employ the technique of implicit stratification combined
with systematic selection. In this technique the evaluator orders the
population within each stratum on a characteristic(s) which is related to
the criterion under examination or to what the researcher considers to be
an important demographic characteristic (or both). For example in Stratum
II1 in Table 8.14 we note that there are 637 population elements (teachers).
1

In this case Stratum I would consist of all those sections with between
1 and 6 full-time teachers.

199 208




O

ERIC

Aruitoxt provided by Eic:

Table 8.14 A Proportionate Stratified Sample Design for Full-time Teachers
with a Sample Size Equal to 500

Proportionate Rounded
Stratum Size sample? sample
I (1-6) 42 21 21
11 (7-29) 321 160.5 lel
IIT  (30+) 637 318.5 319
Total 1000 500 501

a .. .
Size of proportionate sample: Total number of teachers
in stratum X Total sample
size

Total number of teachers
in survey population

Prior to selecting the sample of 319 elements one could arrange the 637
elements in a list which breaks the sample elements into groups according
to college, section, location etc. The hierachy in the use of these
categorization variables depends upon the research needs of the study.

A suggested hierarchy for the present example is given in Figure 8.4.
After the list has been constructed the evaluator can then employ a
systematic sampling technique based on a 'random start' and 'constant

interval' method. This technique has been described by Ross (1978).

Units of Analysis

Once the data have been collected the analyses could proceed at two levels -

the college level and the teacher level.

Consider the teacher as the unit of analysis. Some data derived from
both the College and Head of Section Evaluation Reports would be helpful in
analysing the operation of the staff development program as far as the
teacher is concerned. General characteristics of the college and section

could also provide a similar function and would need to be considered.
These data will be of two types.

Firstly, some of the data obtained from the College and Head of Section
Evaluation Reports may be usefully compared with that derived from the

teachers' reports. Emphasis in this instance would be upon the congruence
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2 Vithin each group colleges may be listed according to post-code.
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® wWithin each group teachers may be listed in alphabetical order.

Figure 8.4 A Framework for a Proportionate Sample of Teachers Clustered
According to Location, College and Section
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of perceptions about, for example, factors restricting attendance at staff

development activities or important staff development needs amongst teachers.

Secondly, some of the information obtained from these reports will not
have been sought from teachers but may be important in understanding a
teacher's staff development programs. The college program organizer's
comments on system-wide factors such as funding arrangement or the general
management of the college program would fit within this category. Another
might be the heads of section comments upon the functioning of the section
and college.

In either case the system evaluator would need to assign this information
to each teacher, so that the teacher data base included information derived
from his or her own head of section or college evaluation report. Computer
packages such as OSIRIS and SPSS, provide a means by which this disaggregation

of data may be done.1

However the disaggregation of data from a higher level to a lower level
of analysis reduces the effective sample size of the teacher sample. This
is because the teachers are not randomly distributed across the entire
sample but are nested within clusters, these being sections and colleges.
This produces what is known as a design effect whereby the estimation of
population parameters cannot be based upon computational formulae assuming
simple random sampling procedures. We can compensate for this design effect
by +stimating the effective ssmple size as follows:

. . _ Actual sample size
Effective sample size = Deff

where Deff, the design effect, is equal to the ratio of the variance of the
sample mean for a complex sample to the variance of a simple random sample
of the same size (Kish, 1965). Ross (1978) suggests a technique for the

calculation of Deff values for a variety of sampling designs,.

When considering the college as a unit of analysis the system evaluator

can aggregate the relevant teacher and head of section data to the college

1 The OSIRIS program has been designed by the Institute of Social Research
University of Michigan. For program details see OSIRIS users' manual
(Institute for Social Research, 1971). The SPSS programs (Nie et al.,
1977), developed by the University of Chicago, are also widely used in
the social sciences.
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level. In this case one would usually be dealing with mean teacher scores
on such variables as staff development needs and factors affecting their
participation in the program, Similar information provided by heads of
section would also be of use, As with the disaggregation of data, computer
programs facilitate the aggregation of data to the college level, The SPSS
program AGGREGATE provides a simple means of adding mean teacher or head of
section scores to the college files. It can also aggregate data about the
percentage of teachers/heads of section who respond to a particular category
of variable. In this latter instance an example might be helpful. It would
seem important when analysing the data at the college level to include
current staff development needs. The system-evaluator might be especially
interested in the number of staff members in a college who have indicated
that it is 'essential' for them to receive staff development assistance in

a certain area of their job. The SPSS program provides a facility which
enables the percentage of staff in the college to whom such assistance is
essential tc be added to the college data file. Similarly the evaluator

may be interested in including in the college analyses the percentage of
staff who find that the cost of activities has 'nil’ effect on their

participation in the program. Again the SPSS provides this facility.

This concludes a consideration of the units of analysis which are
relevant to a system-wide evaluation., The next section will examine how

System-wide data may be processed.

Suggested Analysis

The types of analyses suggested for college-based evaluation may also be
applied to a system-wide evaluation. System evaluators possibly also have
at their disposal resources that enable more sophisticated forms of
statistical analyses to be perfcrmed. Several of these analyses will be
briefly discussed as they might appiy to the present evaluation study.
Before this is done a comment upon criteria would be of some value. At
the current stage of the study the criteria used for the analyses are
individual items. No scales have been constructed nor composite variables
produced. Such developments could result from future research, either cn
the present data base or on data derived from more strictly, controlled

sawpling procedures.

The further analysis of congruence. Already procedures for constructing

profiles and assessing profile similarity have been discussed in relation

to college-based evaluation of staff development. It is possible to consider
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the notion of profile similarity in greater detail »:ing a Q-factor analysis

technique.

Rummel (1970) in discussing factor analysis points out that any
phenomenon can be described along three dimensions. In considering the
data on the effectiveness of the program there are (1) the groups of
individuals whose perceptions have been obtained, (2) the outcome measures
which act as the evaluative criteria and (3) the point of time when effec-
tiveness is assessed. In Rummel's terminology these correspond to 'entities',
'characteristics' and 'occasion'. Generally the correlation matrix used
as the basic input for factor analysis comprises correlations between pairs
of characteristics. This form of factor analysis is known as R-factor
analysis. Factor analysis may also be based upon the correlation matrix of
entities, and in this approach is referred to as Q-factor analysis.
Stephenson (1953) sums up the differences of technique quite clearly:

R-factor analysis - Tests are applied to a sample of persons and

the correlations between the tests are factored.

Q-factor analysis - Persons are applied to a sample of statements or

items, and the correlations between person arrays

are factored.
In the current study the system evaluator is concerned with testing the
similarities of profiles by examining the correlations between the mean
scores of three groups (teachers, heads of section, college program
organizers) across a range of evaluative criteria. The SPSS program provides
a means of doing such a factor analysis using its FACTOR program. However
for Q-factoring with FACTOR the data have to be transposed before the

calculation of the correlation matrix.

Figure 8.5 contains a typical set of results derived from this procedure.
In this case the evaluator could conclude that the perceptions of the heads
of section and the college program organizers were similar. By contrast
the perceptions of the teachers were not similar to those of either group.
The example we have chosen is quite simple. The usefulness of this more
complex procedure for dealing with profile similarity is more evident when
one wishes to compare the similarity between a larger number of profiles
concerning the same set of variables. This would be the case if the system
evaluator wishes to differentiate rural from urban groups or specialist

areas of teaching among teachers and heads of section.



The further analysis of contingencies. Relationships between and

within background factors, processes and outcomes may be analysed using a
variety of statistical procedures. Some such as multiple regression analysis
are fairly well documented and do not require comment. Two procedures which
appear particularly suited to examining relationships inherent in the
operation of the staff development program are not so well known. These

are the Automatic Interaction Detector (AID) computer program search
strategy and the multivariate technique known as canonical correlation

analysis,

From a system evalutor's viewpoint one of the more interesting relation-
ships which might be examined is between staff development needs (dependent
variable) and a set of teacher and college/system characteristics (independent
variables). As an initial hypothesis the evaluator might suppose that staff
development needs are related to the following variables: location of
college, size of college, level of college funding for staff development in
previous year(s), specialist area of teaching, teaching experience, teacher
training and industrial experience. Information regarding each of the seven

variables can be obtained during an evaluation study,

In describing the level of staff development need (either a specific

need or some composite of all needs) in terms of each of these variables

Factor Score Coefficients Horizontal:Factor 1 Vertical:Factor 2
Factor 1 Factor 2 i3 )
Teacher Q42 015 : 1 1 = Teacher
Head of Section 0.10 0.30 LTITIETT: TTTUIPIPIN 2 = Head of Section
College Program Organizer Q.04 0.35 3 = College Program

Organizer

Sesessengs

Figure 8.5 Example of SPSS Printout for Plotted Factors Resulting from a
Q-factor Analysis of Teachers, Heads OFf Section and College
Program Organizers Perceptions of the Effectiveness of the
Program upon Multiple Criteria
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the evaluator may construct a series of contingency tables to sort the data.1
For example, he may construct the following two tables in examining the
relationship between the location of a college and the need for increased
knowledge of modern developments in industry and commerce for each of

two specialist teaching areas:

For technical studies For business studies
Type of college Type of college
rural urban rural urban
- High 2 High
8 ('essential') 2 ('essential')
=
Gy
8 Low ° Low
< ("helpful! o ('helpful!
> or 'nil') % or 'mil")
3 d

However this form of analysis may resuit in excessive numbers of contingency

tables which are then difficult to analyse in toto.

An alternative, and more efficient approach, to describing the level of
staff development need in terms of the variables is by means of the AID
computer program (Sonquist and Morgan, 1964). The AID is commonly used to
search for structural relationships between one criterion and a number of
predictors that are believed to be related to the criteria. Central to its
operation is the question: 'What dichotomous split on which a single
predictor variable will give us a maximum improvement in our ability to
predict values of the dependent variables?' (Sonquist et al., 1973). With
this underlying strategy the AID program divides the sample through a series
of dichotomous splits into a mutually exclusive series of subgroups which differ

: . . 2
from each other with respect to the criterion.

1 gor an excellent treatment of analysing contingency tables see Rosenberg (1968,

2 Ainley (1976) using the program in an evaluation of the Australian Science
Facilities Program has described it in the following way: 'The program
operates by finding that dichotomy based on any of the predictor variables
which gives the least within groups sum of squared deviations and the
greatest between groups sum of squared deviations for the criterion
variable. This is the split which accounts for more of the variance in
the criterion than any other possible split. Once the split has been
made the program then treats each group which has been formed as a can-
didate for further splitting. The process continues until some specified
criteria fail to be satisfied. That group is then a terminal group. The
criteria for splitting to occur are specified as a minimum additional
proportion of the variance which must be accounted for and a minimum group
size for the groups which are to be formed. For each split a t-value is
computed so that the significance of the difference between group means
can be estimated'. 22_1
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Figure 8.6 provides an illustration of possible subgroups that might be
produced as a result of applying the AID program to the present example.
Teachers are the unit of analysis and the data is quite fictitious. 1In
that example those teachers who had less than four years industrial
experience, more than three years teaching experience and taught in the
technical studies area were most in need of increasing their knowledge of

modern developments in industry and commerce.

The overall usefulness of the AID program is in its capacity to sort
a set of predictors into those that are more or less strongly related, in
a statistical sense, io the criterion. It is of particular assistance in
the preliminary detec..ion of patterns within the data before other Tsrms of

analysis are implemented.

In the above analysis the evaluator is concerned with only one criterion
measure, viz. a staff development need. However in the overall evaluative
framework that is proposed there are sets of multiple predictors and
multiple criteria. Under these circumstances canonical correlation analysis
is the appropriate form of analysis (Darlington et al., 1973). A computer
program CANON developed by Cooley and Lohnes (1971) performs such an analysis.

Canonical correlation analysis is a technique which can be 7 plied to
two sets of variables. These sets of variables will be defined by the
evaluator as having some theoretical meaning. In the present study these
might be a set of background factors, a set of processes or a set of outcomes.
The aim of canonical correlation analysis is to derive a weighted composite
from each set of variables such that the correlation between each composite
is maximized. These composites are referred to as the first pair of
canonical variates. From these variates it is possible to determine the
correlation between each of the composites (canonical correlation) and
between each composite and its constituent variables (structure coefficients).
The canonical correlation represents the amount of variance in one composite
accounted for by the other; in contrast, the structure coefficient reflects
the importance of the original variable in forming a composite. A second
pair of weighted composites is then selected to account for as much of the
remaining relationship between the original two sets of variables as
possible. This second pair of composites or canonical variates will be
uncorrelated with the first set. The final number of significant canonical
variates indicates the number of different ways in which the two sets of

variables can be related.
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Extent to which an increased knowledge of modern developments in industry and commerce is required

3.0 = Essential

by

N=10
X = 24
N=50 Industrial
3= experience
x=123 < 4 years
Teaching
experience N=140
> 5 years x = 2.22
N =200 -
X =215 Industrial
experience
Technical > b years
2.0| = Helpful studies
N=20
181"A11 teachers N=20 . x=1L0
x= 1.7 : College
. < 20
Teaching
experience teachers
€ 5 years
Business = 60
studies x = L4
N = 300
X= i 3 n=180 College
- x=15 > 20
General studies ' teachers
Business studies
N =220
x = 115
General
studies
1.0] = Not needed at all

Figure 8.6 A Possible Set of Subgroups from Within a Sample of Teachers with
Respect to a Staff Development Need and Formed by Means of the
AID Computer Program
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So far we have becen discussing canonical analysis in terms of two
sets of variables. This may be appropriate for examining relationships
between a set of background factors and a set of process variables or
between a set of process variables and a set of outcomes. The present
study is concerned with three sets of variables rather than two. Keeves
(1974) used a canonical variate analysis strategy to examine the relation-
ship between antecedent, mediator and criterion variables in a study of
school learning. Two canonical analyses were performed. In the first
canonical analysis one set of variables comprised the criterion variables
and the other a combination of the antecedent and mediator variables. In
the second analysis the input comprised the antecedent variables as one set
and the mediatnr variables as the other. By using this strategy Keeves was
able to exami '@ the strength and nature of the relationships within each
set of variables and between the sets of variables. Such a procedure appears

suited to examining relationships within the proposed evaluative framework.

However we must point out that a canonical correlation analysis
produces canonical variates based upon a procedure which seeks to maximize
the correlation between variates. As a result statistically significant
variates may be produced which possess no theoretical relevance. This
suggests that the system evaluator using such a technique must carefully
consider the selection of variables which comprise each set and guard
against the temptation of including too many variables which may lead to

difficulties of interpretation.

Figure 8.7 illustrates three sets of variables associated with
background factors, processes and outcomes which might serve as a basis for
a canonical analysis of the contingencies inherent in the evaluative
framework. In this example we have posed the question: What are the college
and teacher characteristics ('background factors') which affect the outcomes
('outcomes') of different types of staff development activities ('processes')
attended by teachers? This would be a typical issue raised in an
evaluation. Adopting the procedure outlined above the canonical analyses
would first involve the sets of outcome variables and the combined sets of
background factor and process variables, and second the set of background
factor variables and the set of process variables. This would enable
relationships between and within each of the general categories of variables

to be examined.
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Judgment

The judgmental process has already been treated in considerable detail and
what is relevant to college-based evaluation is also pertinent to system-
wide evaluations of the staff development program. Comment is warranted on

two further aspects of the judgmental process.

If the evaluator is interested in finding out whether individuals will
perform better after participating in a program than they otherwise would
have done without such participation then the evaluator might make two
measurements. The evaluator will need to measure how well the individuals
perform after the program and then estimate how well they would have
performed without participating in the program. The difference between each
of these estimates is an indication of the effectiveness of the program.
This strategy for evaluating program effectiveness is central to curriculum
evaluation. Yet the methodology proposed in this study has emphasized only

the first aspect of this basic evaluation strategy; it has not presented

a means of estimating the second. We would argue that it may not even be

Background factors Process Outcomes1

1 Needs related to specialist area 8 Seminars/conferences Teacher outcomes ~

2 Needs related to teaching practice attended 13 Teacher performance *
3 Needs related to personal development 9 Industrial visits 14 Career related *

4 Needs related to general concepts of

10 College visits

education College outcomes —
5 Specialist area of teaching 11 Short courses/ 15 Curriculum
Factors facilitating the intro— vorkshops 16 Teaching practices
duction of change * 12 formal course-work 17 Organizational development *

7 factors restricting the intro~-

H -
duction of change 18 System cutcomes

.

It would be necessary to cluster the list of .ossible outcomes in order to reduce the number
of variables in the 'outcomes' set.

These variables could be treated in 2 manner similar to 2 scale and total scores from all
constituent items used in the analysis.

Figure 8.7 Variables for the Inclusion in a Canonical Correlation Analysis
of Staff Development Programs

a0 <1Y
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possible to estimate, in any rigorous manner, how staff would have performed

without participating in the program,

The selection of an appropriate evaluation design which incorporates
both aspects of the evaluation strategy mentioned above is far more difficult
in the case of staff development evaluation than it would be for curriculum

evaluation. The design chosen must be capable of examining the following

relationship:
Treatment _ Observed _ Expected
effect post-treatment no-treatment

performance performance
(Tallmadge and Wood, 1976)

In the methodology proposed in this study the observed post-treatment per-
formance is equivalent to the mean scores (or median scores) on the 14
evaluative criteria listed in each of the evaluation reports, To obtain
an index of the 'expected no-treatment performance' the evaluator needs to
design the evaluation study with regard to a comparison group who are not

experiencing the program.

Five evaluation designs have been proposed by Horst, Tallmadge and Wood
and are described in a series of monographs and accompanying guides (Horst,
Tallmadge and Wood, 1975; Tallmadge and Horst, 1976; Tallmadge and Wood,
1976). We do not intend to describe each of the models as they are fully
discussed in the original publications. The approach adopted by these
authors was to provide a means of seiecting the most rigorous model for the
collection and analysis of data that was suited to the program being
evaluated. These models necessitated a comparison of the program under
review either with an alternative program1 or a set of norms. The five models
range from a post-test comparison with matched groups where individuals are
paired in terms of pre-test measures and one member of each pair is randomly
assigned to a treatment group and the other to a comparison group. This
model would produce the most accurate estimate of the treatment group's
performance if they had not received the treatment.2 The least rigorous
model is the norm-referenced model whereby individuals are compared to a
norm group comprised of a representative sample of those individuals drawn

from the reference population.

! n the case of staff development this could also include no program
participation.

2 The treatment here refers to program participation,
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The marked difference between curriculum evaluation and staff
development evaluation is immediately evident. At very best the system
evaluator concerned with a staff developmeat program might only begin to
approach a norm-referenced model of evaluation. Even that would require a
considerable amount of research as has already been indicated; there are

no established norms that relate to the outcome criteria proposed.

There are some fundamental difficulties in establishing a relevant set
of norms. It may be possible to develop a set of norms related to teachers'
knowledge of concepts and skills relevant to their job. However this
suggested outcome of a program is an immediate outcome. It is only of limited
importance as fa- as assessing program effectiveness is concerned. Outcomes
such as the introduction of new teaching procedures or changing the curriculum
in response to the needs of industry are of greater importance. The con-
struction of norms for this is far more difficult. Other outcomes such as
those related to staff commitment to college goals, job satisfaction and
career adaptability would require extensive research into their measurement
before appropriate norms could be established. In fact such a norming task
may not be possible. Even if it were possible from a measurement point of
view it may not be possible in practice as it would appear contrary to the

professional nature of teaching.

In brief it will take a considerable amount of research into the
measurement of staff development outcomes before rigorous evaluation models
of the type described by Tallmadge, Horst and Wood in their publications
could be utilized. For the moment the system evaluator may well need to
ignore the issue of estimating precisely how well staff would have performed

without participating in the program.

The second issue related to the judgmental process we wish to raise
concerns the 'priorities amongst outcomes' exercise included in the College
Evaluation Report. In the original publication from which this exercise is
derived Edwards et al. (1977) employed three measures. The first was the
value of the outcome and is equivalent to the priority index used in this
study. The second was an effectiveness measure similar to the effect index.
The third measure they described was the decision-makers estimation of the
probability of achieving a particular goal or outcome prior to the implemen-
tation of the program: Edwards et al. recognized that before decisions are
made often only limited knowledge exists about process-outcome relationships

which characterize the program. Still, they note, decision-makers will
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select one program in preference to another in order, hopefully, to achieve
a set of outcomes., Tydeman and Mitchell (1979) have a similar index
'probability of occurrence', in their decision-making model about future
events. Formal procedures for the estimation of the probability of goal
attainment for particular programs would appear an important adjunct to the
planning phase of a staff development program and one which could be
introduced easily into the proposed methodology. Decisions regarding
future activities would be made on the basis of the values attached to
their potential outcomes and the probability that such outcomes might

eventuate.

This concludes a consideration of both the proposed college trial of
a methodology for the evaluation of staff development and its application
to system-wide evaluation. The final chapter of this volume of the report
is concerned with the application of the methodology to specific staff

development activities,
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CHAPTER 9

THE EVALUATION OF SOME SPECIFIC STAFF DEVELOPMENT STRATEGIES

An evaluation methodology has been proposed for staff development programs.

The general approaches involved in the methodology may also be applied to the
evaluation of specific activities. This final chapter examines its application
to college development programs, overseas study programs and a variety of other
centrally-funded activities. It also examines how appropriate staff develop-
ment activities might be designed in order to meet specific needs that are

identified through the course of an evaluation study.

The Evaluation of College Development Programs

Central to the evaluation of college development programs are three require-

ments. There is a need to:

(a) identify those characteristics of the college and staff which provide

the basis for a college development program;

(b) describe the college development program itself; strategies directed
towards improving organizational effectiveness are extremely diverse

and possess no commonly accepted structure; and

(c) define in a systematic manner the evaluative criteria by which the

effectiveness of the program can be assessed.

Each of these three concerns relate to the three general categories of
variables which underly the evaluation strategy for the current study: back-

ground factors, processes and outcomes.

It is not our intention to relate each of these issues to the many
organizational development models underlying college development programs.
That is beyond the scope of the study, Rather, we take as an example one
model which has gained some prominence in its application to Australian
education institutions and which has already been discussed in Chapter 6.
This is the organizational development model of Schmuck and Miles (1971) and
outlined by Mulford (1978). It could be expected that the evaluation of
background factors, processes and outcomes associated with this model would
provide insights into the evaluation of other models of organizational

levelopment.
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Background Factors

The organization development model with which this study is concerned focuses
on three levels of college organization. Firstly, at the interpersonal level
individual staff members interact on a personal basis. At a second level
groups of staff members work together towards a common goal and interact

with other groups of staff who also possess specific functions within the
institution. Each of these groups may be referred to as subsystems.

Examples of subsystems would inclide departments in Victorian TAFE colleges
and schools in South Australian DFE colleges. Finally, at the system level
the entire educational institution is considered as an organization which
maintains structures and routines which may either restrict or support inter-

personal and subsystem functioning.

This suggests three sets of background factors: interpersonal skills
of staff members, organizational processes of sections within the college

and organizational processes of the college itself.

1 Interpersonal skills of staff

Three interpersonal skills appear particularly important to the effective
functioning of sections and the overall college. These are the staff
member's ability to exchange information, identify problems and implement
solutions (Schmuck and Miles, 1971). Exchanging information involves
sharing relevant information about the many aspects of one's job with
colleagues. Identifying problems in one's job requires being able to assess
the present situation in terms of alternative situations which may be
preferable; it also entails the ability to identify underlying factors
from which problems arise. Finally, the implementation of solutions
requires an ability to plan a course of action, taking into account its
effect upon colleagues, and then carry that plan of action through to a
successful conclusion. The first of these relates to communication skills

and the latter two relate to problem-solving skills.

Each of these interpersonal skills is dependent upon the context. If
the staff member is a teacher then the skills will be closely associated
with the teacher's other areas of skill which define his role in the
organization. For exampie, a teacher's ability to identify and solve a
teaching problem would be influenced by the staff member's knowledge of

teaching methodology, subject matter and evaluation procedures.
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It is important therefore to consider, in the evaluation of college
development programs, staff levels of both interpersonal skills and more
spacialist skills, even thaugh college development programs are not
spocifically directed towards the latter.1

2 Organizational processes of the section and college.

Fifteen organizational processes have been described in Chapter 6 which
relate tc the functioning of sections and colleges, and require no further
elaboration here. However there is a further background factor, described
by Schmuck and Miles (1971), which is closely associated with these organi-
zational processes. This is the readiness of the college staff to undertake
a college development program. Schmuck et al. (1975) list the following as

signs of a college staff's readiness to participate in the program.

(1) visible signs of emerging interdependence of the staff;
(2) the principals' commitment to staff collaboration;

(3) formal consensus of the staff to use consultation for specific
structural changes;

(4) staff norms supporting openness and confrontation;

(5) staff norms supporting sticking with group tasks;

(6) staff norms supporting differences in educational philosophy

and instructional style. (Schmuck et al, 1975:355)

These comprise, however, the very qualities in organizational functioning
which the program is designed to develop. Mulford and his colleagues, in
noting this, conclude that 'for a successful OD forganizational development
exercise] there must be at least some suggestion in the client school of a
readiness to change and some small amount of co-operative interdependence'
(Mulford et al., 1977:222). These authors suggest that indication of

readiness include:

. the principal and senior staff being committed to a college development

program, and subsequent program outcomes.

. a commitment in terms of resources (e.g. time, money) to both the

program and follow-up.

. the active participation of all staff in the decision to become

involved in the program.

1 Specialist skills related to teaching staff, senior management and non-
teaching staff have already been discussed in Chapter 6.
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3 Contextual factors

There are many factors which influence the functioning off a college and
individual staff members but which are not oasily changed. Those contextual
factors may refer to student characteristics, system poli‘ies and social
influences and may have a large effect upon the stability of outcomes
derived from a college development program. A well designed program is
regarded as one which takes into account important contextual factors so

as to ensure continuing benefits from the program following its conclusion.

Another group of important contextual factors will be college character-
istics such as size and breadth of purpose. These college contextual factors
not only influence the outcomes of a college development program but they

will also directly affect its implementation.

‘

Processes

One of the major difficulties in evaluating a college development program is
defining the processes inherent in the strategy which is used. In Chapter 6
the following definition of an organizational development strategy of the
type proposed by Schmuck and Miles (1971), was presented:

A planned intervention by external change agents/0.D, consultants,

using behavioural science knowledge to help an organization to

diagnose its organizational purposes and processes and develop a

plan through which all members of the organization can, themselves,

modify these purposes and processes in such a way that they can

sustain the modification processes in a changing environment,

(Mulford et al. 1977)

The processes underlying this strategy can now be examined in more
detail. Following discussions with consultants and staff who have implemented
this type of organizational development program it would seem useful to

identify five major phases within the strategy. These are:

Approach and commitment. This phase of the process is characterized

by a commitment of the principal, senior staff and general staff to the
notion of a college development program. Particular features of this phase
include a clarification of the broad aims which the program might encompass,
the establishment of an appropriate relationship between staff and external
consultants and an increasing understanding of staff about the nature of the

strategy to be implemented.

Data gathering. Once the broad aims of the program have been defined

data are collected by consultants in order to provide an indication of the
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effoctiveness of those (rganizationual processes relevant to the attainment

of these aims.

Foedbuck of preliminary information. The major purpose of this phasc

is to use the data collected as a means of establishing the specific goals
of the subsequent program. This information is presented to staff in such
a way as to assist their iecognition of areas of staff and college function-

ing which may require further develoupment.

Training or intervention program. In this model of organizational

development the intervention period comprises a series of *structured
experiences' or exercises which groups of staff participate in. These
exercises are designed to either create awareness among staff concerning
aspects of college functioning or lead to the development of particular
skills among the participants. As a result, action plans may be designed

to alleviate specific problems identified during the exercises. A second
important feature of this phase is to identify college staff who will assist
in a continuing development program within the college following the con-

clusion of the formal intervention period.1

Evaluyation and the continuing college development program. Following

the intervention phase of the program staff return to their everyday ccllege
experiences. Evaluation plays an important role in monitoring changes that
result from earlier phases and provides a continuing stimulus for further

college development.

Figure 9.1 summarizes the specific features which may characterize
=ach of the above five phases of a college development program which utilizes
an external consultant, and a formal intervention period. College develop-
menc programs employing different approaches will possess some of these
features and not others. For example during the course of this study there
was one college development program where the external consultant was not
significantly involved in the early phases of the program, where there was
very little reliance placed upon structured experiences and where only in
later phases did the consultant play an important, yet still extremely
'low-key' role. The usefulness of the set of possible features of a college
development program which we have listed is that it provides a basis on which

the many types of such programs might be defined.

1 Mulford et al. (1977) include this process - the identification and

training of college facilitators - in a separate phase of the strategy.
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PHASE L5 Approach and Commitmant

. the principal and senlor staff are committud to the program, and subsequent outcomes of
the progrim

. there 15 a commitment in terms of resources (e.q. time, money) to both the program and
follow-up

. the staff actlvely participate In the decision to become Involved In the progrom

. the target group are all the staff of the cellego
. the college staff initiute the contact with the consultant

. the staff are glven the opportunity to wbfine the boundarles of the program

. informatlon concerning organizational development types of activlties are dlssemlnated
belfore commitment

. the processes of organizational development sre understood by staff

. the consultant informally Interacts with staff before the staff expresses commitment

PHASE 2: Data Gathering

. during the collection of data the consultants keep a 'low' profile

. data collection, e.g. questionnaires and interviews, are seen as related to initial
broad aims of the program

. data is collected from all staff
. data collection is not seen as threatening to the staff
. the data collected is seen as relevant to college processes

. the data collected is sufficiently comprehensive for the needs of the college program

PHASE 3: feedback of Preliminary Information

. the questionnaire material is used by the staff for diagnostic purposes

. information fed back to staff is in an easy~to-understand form

. all staff are involved in the identification of the areas in need of improvement
. specific aims are set by the staff for the college development program

. a 'contract' between the college staff and the consultants is decided upon which relates
to the specific aims of the program

. a 'climate' is established for the aporopriateness of an organizational development
activity

Figure 9.1 continued/...
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Figure 9.1 pago 2

PIASE

PHASE

ht The Tralning or_tnturventlan Program

the actlvitlos used are seen Lo b related to the alma of the progran
there s a dlscusslon of the procusses that are Lnvolved 1 eich activity
there ls dlscusslon of applicatlons of the activity to the colloge sltuatlon

consultant emphisizes undur tylng organtzational procosses rathor than spocl fic
college~related content

spoclfic tareas of concern' of the college are ldentified

action plans to alleviate these 'aroas of concern' ure established
supportive aspects of tho college structure are not lgnored

a large number of staff particlpates in the activities on most occasions

activities are designed so that the staff becomo less dependent upon the
consultant during the program

within college facilitators for future action are identified and trained

evaluation of the effectiveness of the activities is undertaken throughout the
program

5: Evaluatlon and Continuing Development

facilitators are active in the college situation
action plans generated from the program are implemented and monitored
continuing evaluatlon and feedback to staff occurs

external consultant assists in the continuing college development program

Figure 9
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.1 A Summary of Features which may Characterize a College
Development Program which Utilizes an External Consultant
and a Formal Intervention Period
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In briet, the svaluation of a colloge development program mist take
into wecount the various processes which comprisoe the strategy,  Vive majar
processon have boon desceibod which charactorizo opo pareieular stratogdy
thut might be adoptad, Conteal to these processoes woroe the tdentitication
of spocific program atms, tho turthor dovelopment of intorporsonat skills
and organtzatlonatl procoesses, the comitruction of action plans to allevinte
problems fdentified during the program and Cinally the ongoing evaluation

ot program benefits,

Qutceomes

Outcomes from o staff development program may oceur at the conclusion of
the activity, shortly aftoer the uctivity or in the long-ter.:. These have
been referred to in Chapter 6 as immediate, intermediate and long-term
outcomes. Outcomes representing each of these categories might be expected

to result from a college development program.

1 Immediate outcomes

Outcomes evident immediately after a college development program are most
likely to be associated with the development of interpersonal skills among
the participants. Two of these have been mentioned: communication skills
and problem-solving skills. Other areas of skill may have been identified
during the preliminary phases of the program as requiring further development
and an increase in the level of these skills could be expected. Leadership
skills among senior staff would be a typical example. It is also possible
that certain organizational outcomes may begin to emerge by the conclusion
of the formal aspects of the program. Such outcomes include an increased
awareness of the overall work of the college by participants and greater

social and professional contact between various sections of the college.

2 Intermediate (and long-term) outcomes

Intermediate outcomes may be associated with individual staff members,
sections of the college or the college as a whole. The acquisition of
interpersonal skills may continue after the conclusion of the formal aspects
of the program. This could occur when 'facilitators' were active in the

college following the conclusion of the intervention period.

Intermediate organization-related cutcomes may occur at the section

and college levels and be specific to the organizational processes that
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chavacterize hoth these levels of inscitutional functioning, Vifreen of
these processes have baen defined eaviiev and the further development of each
conutitutes an fmpovtant set af intevmediate anteomes,

Action plans designed during the pragvam to alleviate pavticular collage
prablema may he acted upon subsequantly and result In a further set af
Intermedinte outcomes, These action plans and associated aveas af concern
might refer to a wide variety of aspects of college tuncrioning, such as
the claritication of job pratfiles, a rve-exumination of course tlme-tablos und
room allocations, and a reappraisal of funding criteria.

A group of 12 possihile collego-rolated outcomes of a statf development
progrum has beon identified ln Chapter 6 of this report. These outcomes
may also result from college development programs. For example, underlying
the organization development model is a concern for developing a work environ-
ment which leads to improved job satisfaction amongst staff. This is also
one of the college-related outcomes listed. Greater professional contact
between non-teaching and teaching staff is anothor possible outcome common
to both. EBach of these outcomes could be expected to develop directly from
a college development program. Some college-related outcomes may be less
directly associated with the college development program, Typical of these
outcomes would be changes made to curricula in response to the needs of
industry and commerce. Such an outcome might only become manifest after
the emergence of an increased level of college responsiveness, itself an
intermediate outcome of the program. Outcomes such as increased use of
library facilities may also result but will be dependent, in part, upon the
prior development of certain organizational processes of the type already

described.

There would appear to be a variety of different possible outcomes
arising from a college development program. Some outcomes may be more
closely associated with the individual staff member and others with either
the section or the entire college. Some outcomes may be a direct consequence
of the college development program and others may be related only indirectly,
Finally, some outcomes may be evident immediately after the formal aspects
of the program have concluded, whereas other possibly more important outcomes

may emerge during the following year or two.

Summary of the Proposed Evaluation Framework

Three general categories of factors have been used to specify the various
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elompnts which vomprise s evabuation at cullege devetapuend proagrdais.

The geperal vategovies, hdohgromd Factora, pnweanes e v e, are

the name as those proposed o the evaliation wellvdoubngy far ata bl Juve bag
mont prograwa. There ave abao cortatn simlbartties b vegainl ta Phe apaci e
ploment s whivh vonat itnl e thene ganeral catogorios, eapecial by i vagaed o

hackgromwmd factars mwmd poasiblo prograw onteonies .

A sivmmary ot the propasal avaliat ion Dramewert tor o cot e dove Lopuept

progedin bn prosenbed g Figare o

Mothods and Measures

The o.orvall approach ta the colloction of evialuative data s svmblar to tha
proposud for the evieluation of staft development programs bn genovad, 1
will bo recallod that tho collection of data from difforont statf mombors
wis soggestod,  This would also seeom appropeinto in the prosent situation,
Gonorant college staf'f, senior managemont, staff dovelopmont officors and
program ovganizers are ablo to give valuable insights fnto each of rhe

olements which comprise the evatuntion framowork,

The measures however will be different from those suggested fur the
evaluation of staff development programs. Instead they need to focus upon
the specific aspects of a college development program. Since college develop-
ment programs differ according to the colleges in which they are implemented,
it is not possible to compile a set of measures which may be used in the
evaluation of all such programs, Some measures may be generalizable
but others not. It was decided therefore to design a number of instruments
which would be usefu!l in evaluating a specific college development program
which was implemented in the early stages of the present study. These
instruments could then be modified according to the particular requirements
of other colleges wishing to evaluate a similar program In the case of those
colleges using an entirely different approach it was still felt that the
instruments would provide sufficient guidelines for them to construct their

own evaluation procedures.

The selection of the most appropriate types of instruments for the
evaluation of college development programs is difficult. Questionnaires
have been used in the evaluation of organization development programs in
Australian educational institutions with only limited success (e.g. Mulford
and Kendall, 1976; Bradley, 1978). Mulford et al. (1977) suggest that the

application of North American questionnaires, which have been used in their
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General category

Background factors

Processes

Outcomes

Major element

staff characteristics

section characteristics

college characteristics

contextual factors

college development program

immediate outcomes
intermediate outcomes

long-term outcomes

Specific element

Interpersonal skills
specialist skills

program readiness
organizational processes

organizational processes

program readiness

student characteristics
college characteristics
system characteristics

social characteristics

approach and commitrent

data gathering

feedback of preliminary information
training or intervention

evaluation and continuing
development

benefit to staff member
- interpersonal skills
- specialist skills

benefit to college
- organizational processes

- alleviation of specific
processes

- general outcomes

Figure 9.2 The General Categories, Major Elements and Specific Elements

of an Evaluation of a College Development Program

225

233




O

ERIC

Aruitoxt provided by Eic:

evaluation studies, to the Australian context does not take into account
important cultural differences between the two countries in regard to teach-
ing. These authors further point out that there may be an interaction
between the effect of the program and the staff member's responses on par-
ticular questionnaire items. This for example would make the interpretation
of change scores produced by pre-test and post-test comparisons difficult.
It would appear that in regard to certain elements of the framework greater
reliance must be placed upon evidence collected by interviews, diaries and

observations.

The college development program which provided the basis for this aspect
of the present study made use of an external consultant and a formal inter-
vention period, and represented an organization development exercise of the
type described by Mulford et al. (1977). At the time this study commenced
the data gathering phase of the program had just been completed. For the
evaluation of this particular college development program the following three

instruments were designed:
(a) a checklist: Defining a College Development Program;
(b) a Staff Evaluation Report for a College Development Program;

(¢c) a format for assessing the Intermediate outcomes of a College

Development Program.

These instruments were augmented by observations made during the inter-
vention period and discussions with participants and program organizers

both during and after that period.1

1 The Checklist for Defining a College Development Program

A checklist for the definition of a college development program has been
designed which focuses on each of the characteristics described in Figure 9.1,
The purpose of this checklist is two-fold. Firstly, it enables a program
organizer to consider the many possible aspects of such a program and then

to select those features which are felt most relevant to the situation.
Secondly, it provides a frame of reference by which a college development
program that has already been implemented can be adequately defined. It

has been noted already that this second purpose is a central concern in the

evaluation of ~rganization development strategies.

1 These instruments appear in Appendices 9 and 10.
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A total of 35 possible features of a college development program were
included in the checklist. Thirty of these features related to the processes
of the program and five to the background factors associated with the

readiness of staff to participate.

The staff development officer in charge of the college development
program with which this study was concerned was asked to complete the check-
list three weeks after the conclusion of the intervention (training) period.
He was asked to comment upon the applicability and/or desirability of each
feature listed to the program which had just concluded. The checklist was
open-ended in design which was felt a more valuable source of information
than one employing a scale of the sort 'true of this program - not true of

this program' for each feature.

The Checklist 'Defining a College Development Program' is contained in

Appendix 9.

2 Staff Evaluation Report for a College Development Program

An evaluation report was designed in order to obtain staff members' percep-
tions of certain background factors, processes and immediate outcomes
associated with the program and specified in the proposed evaluation frame-
work. It was intended that data obtained from this report would complement
that obtained from the Checklist described above. Furthermore it was
intended that the evaluation report would have particular relevance to the
intervention period, which was the major phase of this college development
program. This intervention period consisted of a four-day workshop
organized in a conference centre approximately four miles from the college
concerned. The focus of the report was therefore upon background factors,

processes and outcomes pertinent to that workshop.

Background factors. A major influence upon the success of a program

is the commitment by staff to the aims of the program. Question 2 on the
report asked whether, before attending the workshop, the staff felt that
such a workshop was necessary. Staff commitment is influenced by staff
involvement in the early phases of the program, especially in regard to the
formulation of program aims. Questions 1, 3 and 4 were intended to measure
staff involvement in the formulation of the aims of the workshop and the

clarity with which they perceived the intended aims.

The needs of staff in regard to interpersonal skills and other
specialist skills constitute another important group of background factors.

The workshop was designed to lead to the further development of four sets

1 The report is contained in Appendix 10.
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of skills: leadership skills, communication skills, adult teaching skills

and problem solving skills. Staff were asked to indicate:
(a) their current needs in regard to each of these four skills;

(b) the extent to which the program appeared to be directed towards

the acquisitionof each of these four skills.
This information was sought in Questions & and 7 of the evaluation report.

Processes. The workshop consisted of a set of 'structured cxperiences'
directed towards the acquisition of the four skills described above and an
increase in overall college effectiveness. Data concerning the processes
inherent in this workshop situation were obtained in the following
manner. Staff were presented a list of typical characteristics of
organization development workshops and asked to indicate whether they were
true of the workshop which they had just experienced. These characteristics
had been derived from the literature and discussions with organization

development program organizers.

Sample statements from this section of the evaluation report are

included in Figure 9.3.

Outcomes. Immediate outcomes relating to the acquisition of communica-
tion skills, problem solving skills, adult teaching skills and leadership
skills were expected to be evident at the conclusion of the workshop. Staff
members were therefore asked to indicate the extent to which these outcomes

had been achieved.

A second group of possible outcomes concerns the alleviation of specific
college problems which are identified during the course of the workshop.
During this particular worshop 12 problem areas were identified and staff
were asked whether they thought the workshop would help overcome a selected

number of these problem areas.

A sample of this section of the staff evaluation report is included in

Figure 9.4.

3 A format for assessing intermediate outcomes

The effectiveness of a college development program may be assessed in regard
to five broad clusters of organizational characteristics: communication,
decision-making, receptiveness, responsiveness and the use of staff resources.
Mulford and Kendall (1976) have used these categories as a basis for orga-

nizing evaluative data concerned with program outcomes resulting from an
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appropriate response.

A good interaction between staff and administration
We got to know each other

There was not enough time to follow-up on exercises
relevant to us

There was plenty of assistance in solving problems
that were aired

I couldn't see the point of many of the sessions
We didn't get to the basic problems at our college
Everybody said what they felt

More plans of action should have been formulated

?

Below is a list of typical reactions by participants immediately afier programs such as this
conference. Indicate whether they represent your reactions to this conference by circling the

Disagree Disagree

Strongly

Strongly
Agree Agree
1 2
1 2
1 2
1 2
1 2
1 2
1 2
1 2

WO W W W

b 5
b 5

Ll
RS AR B N RN |

Figure 9.3 The Evaluation of Processes Underl

ying a College Development

Training Workshop: Sample Statements

A list of problem areas within the organization was identified at the
conclusion of the conference. A selected number of these are presented
below. To what extent do you think the conference will help overcome
each of these problem areas? Please circle the appropriate response.

Problem areas identified

at the conference greatly moderately slightly

To what extent do you think the confer-
ence will help overcome this problem?

not at
all

Further Comment

There needs to be
some rationalization
of rooms between
departments 1 2

The policy and goals
of the college
require specification 1 2

Figure 9.4 The Extent to which Staff Feel the College Development Program

Would Alleviate Problems Raised During the Workshop: Sample

Statement
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organizational development exercise in an Australian secondary school.

Each of these clusters of organizational characteristics have been described
in earlier sections of this report and provide a suitable framework for the

evaluation of outcomes derived from a college development program. Further-
more the general set of college-related outcomes proposed for the evaluation

of staff development programs may be incorporated within these five clusters.

Information concerning each of these groups of outcomes can be
obtained from questionnaires, interviews and observations. However diffi-
culties associated with the applicability of existing questionnaires to
the evaluation of outcomes resulted in the adoption of interviews for this
aspect of the study. Interview scheduleswere designed so as to obtain the
perceptions of staff and program organizers in regard to the effects of the

college development program upon:
(a) communication and decision-making within the college;

(b) the sensitivity of staff to the areas of concern raised during

the workshop;

(c) the ability of the college to respond to suggested changes

raised during the workshop; and

(d) the college-related outcomes asscciated with the evaluation of

staff development programs in g:neral.

Interviews were held with the external consultant, the college principal,
the staff development officer and general college staff approximately five
months after the conclusion of the workshop activity. It was felt that this
provided an adequate amount of time for at least some intermediate outcomes
to become evident. The interviews were semi.structured and Figure 9.5
provides an indication of the types of questions asked during these

interviews,

The Evaluation of College Development Programs - A Summary

An evaluation framework for the evaluation of college development programs
has been proposed. Measures designed to obtain information about certain
elements contained within that framework have also been presented. These
measures may be complemented by measures proposed in earlier sections of
this report for the evaluation of staff development programs. For example,
the evaluation of background factors may be augmented by the use of those

parts of the Head of Section Evaluation Report relevant to the analysis of
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Communication
Have you noticed more friendly/co-operative communication cetween departments since the
conference?

Have you noticed any changes in the types of communication that cccur?
(e.ge less written, more verbal)

Has there been any procedural changes designed tc assist ir communication between departments,
and between the administration and the teaching staff?

Do you feel that your role and that of your section are betier understood by the general
college staff?

Decision-making

Has there been any devolution of responsibility from the Principal to the Vice-Principal in
areas of decision-making?

What about other meetings, such as departmental mee*ings. Have you noticed any comments
regarding improved teacher participation in these reetings?

lise of staff resources

Do you feel that departments would be more likely to ask the assistance of members of other
departments?

Has the administration tended to utilize the services cf more/different staff?

Receptiveness and responsiveness

Do you find that senior staff are more aware of difficulties in tne college, such as
timetabling of rooms?

Are senior staff more likely to respond to these difficulties?

Is there a greater awareness amongst senior staff of the need to ev3luate organizational
processes?

Figure 9.5 A Sample of Questions Asked During an Interview Conducted with
a Staff Development Officer
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organizational needs at the section and college level. However the measures
which have been presented must be considered as guidelines. The evaluation
of specific college development programs will be dependent, in large part,
upon the ability of the evaluator to construct instruments which have

particular relevance to that situation.

Overseas Study Programs

Both the Victorian Technical Schools Division and the South Australian
Department of Further Education provide staff with the opportunity to travel
outside Australia as part of their continuing professional development. In
the Victorian TAFE system these staff development activities are referred

to as overseas special investigations and in the South Australian system as
overseas scholarships.1 For the purposes of this report they will be referred

to as overseas study programs,

The evaluation strategy which has been proposed for the evaluation of
staff development programs in general is suitable for the evaluation of
overseas study programs. Consequently this section will now examine back-

ground factors, processes and outcomes associated with this particular

strategy for staff development.

Background Factors

There are three groups of background factors which may influence the
effectiveness of an overseas study program. These factors relate to the
topic being investigated, staff characteristics and system policies con-
cerning staff participation in the program. Each of these may influence
the nature of the overseas study program which is funded, the dissemination
of information obtained during the activity and the benefits to the

individual college and system which result.

1 System policies

Three areas of policy at the system level relate to overseas study programs.
The first concerns the procedures by which staff members apply for funding.
The Technical Schools Division has prepared a set of detailed guidelines

which stipulates the information to be included in submissions for the

1 Overseas scholarship awards may be granted for the purpose of either
investigations of education matters in one or several countries or a
study program leading to a relevant qualification. The present study is
concerned only with the former aspect of the overseas scholarship program.
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funding of overseas study programs.1 These guidelines are presented in
Figure 9,6. By contrast the Department of Further Education publishes a
more general set of guidelines to assist applicants in their request for
funding,

Apart from guidelines specified by each Department's central staff
development committee, personal assistance is also given to staff in formu-
lating submissions. Staff in the Technical Schools Division are encouraged

to discuss, prior to completing a formal application, their proposed

Individuals who wish to obtain central support for overseas study tours should make appli-
cation providing the following information:

Name, position, address and telephone number of applicant's college/school/branch.

Brief description of applicant's duties. including proportion/hours of duty actually
involved with TAFE activities.

_Title and description of the activity for which funding is sought.

Evidence of information of proposed visit. (Contacts - Colleges, Institutions, etc.).
Complete itinerary of proposed visit. (Dates, venues, contacts).
*A statement of support and reconmendation by a college council or other appropriate authority.
Evidence of the specific and immediate benefit to the college (or organisation).

Details of costs - travel, acconmodation, fees, etc.

Details of the proportion of funding to be allocated from college/school based funds.

Relevant support from Board of Inspectors of Technical Schools, Regional Directors,
Principal Association, etc.

Impact of such a study to the development of TAFE in Victoria.

Figure 9.6 Guidelines for Applicants in the Technical Schools Division

Seeking Funds for Overseas Stldy Programs (TAFE Staff
Development Circular No. 11 2/78)

1 In the case of the Victorian Technical Schools Division these funds are

made available from the TAFEC Special Purposes Grant (Staff Development).
The South Australian Department of Further Education provides funds for
this purpose from the Department's general recurrent revenue budgets.
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overseas study program with the executive officer (staff development).
Similar assistance is also available in the Department of Further Education:
'any person requiring advice or counselling is encouraged to contact previous
winners of overseas scholarships and/or the Secretary of the Staff Develop-
ment Committee' (DFE Bulletin, 1978).

A second set of policies relates to conditions under which funds are
awarded to staff for this purpose. These conditions concern the maximum
amount of funds available for any activity, the payment of salary while
overseas, employment obligations following the activity and the dissemina-
tion of information that has been gained. For example, the Department of
Further Education have published a set of conditions under which overseas
study programs are funded:

. The scholarghips (valued at $2000) are tenable for a period of up

to one year

. Full salary will be paid during the scholarship period and for
reasonable travelling time

. Successful applicants will be required to enter into an agreement

- to serve the S.A. Department of Further Education for one year
immediately following the conclusion of their overseas study tour.

- to repay all or part of the award at the Minister's direction if
the study is not completed.

+ Within three months of returning to South Australia, the holder
provides the Director-General of Further Education with a brief
account of the work carried out during the scholarship period,
including proposals for disseminating within the Department,
experience, ideas and information gained.

+  Officers of Principal Education Qfficer and above classifications
are ineligible to apply. (DFE Handbook 1978)

The conditions under which awards are granted in the Technical Schools
Division make particular reference to the amount of funding available. These
conditions are:

College proposals will only be supported to the cost of return air

travel to place of investigation and remainder of costs to be met

from college based staff development funds. It will be essential

for colleges to assess such overseas study with the total college
needs and priorities.

Central personnel without access to college funds will be fully
supported from the central fund for overseas study/investigations.
(ISE 79/B/TAFE)

The conditions in regard to the dissemination of information gained during

the activity are also quite explicit:

L2
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Approved participants must:

Undertake to report back weekly to the Executive Officer, TAFE Staff
Development on previous weeks finding.

On return the participant will furnish a brief report within 2 weeks

to TAFE Staff Development Standing Committee.

Within 6 weeks of return furnish a detailed report and be available

to disseminate materials and knowledge to relevant personnel.

(ISE 79/B/TAFE)
However the Technical Schools Division does not stipulate any employment
obligations on the part of the staff member. The staff development committee
believes that the relatively short period of award, up to eight weeks, does
not warrant such a condition to be prescribed.

A third set of policies relate to the criteria on which submissions for
funding are examined. These criteria include the length of the proposed
overseas study program, the relevance of the program to the needs of the system
and the qualities of the applicant. Figure 9.7 summarizes criteria for
funding in the case of the Departmént of Further Education, and these criteria

are generally consistent with those of the Technical Schools Division.

Guidelines which will be taken into account in selecting applicants for awards will be:
«  The award will normally cover projects of from three to twelve months duration.

«  The study programme proposed may be either an extensive or intensive investigation of
education matters in one or several countries or a study programme leading to a relevant
qualification together with obsdrvation and experience, preferably in various countries.

«  The project must:
= be consistent with the applicant's experience, performance and previous study.

- equip the scholar to make a contribution to the education policy and practice of
the Department.

¢ Projects should be such as to facilitate sharing of ideas and experience gained on
return to the Department.

«  The applicant must possess personal attributes and qualifications appropriate for acting
as an ambassador for the Department.

Figure 9.7 Guidelines for the Selection of Successful DFE Applications
for Overseas Study Programs (DFE Bulletin, 1978) -
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2 Staff characteristics

There are certain chara: eristics of applicants which influence both the
focus of overseas stw'; programs and their impact upon the system and
community in gene-al. Four staff characteristics would seem to be particu-

larly important:

. Leng?'. ol service in the Department

. Cv reat appointment within the Department

. Relationships with industry, commerce and the community

. Knowledge and prior experience as they relate to the specific purpose

of the activity
Each of these requires some comment.

Length of service within the Department and the staff member's current
appointment may directly influence the impact of policy recommendations made
by the staff member at the conclusion of the activity. Staff who have been
employed in the Department for long periods of time are more likely to be
acquainted with a broad range of personnel, both at the general teacher level
and at the senior management and consultancy level. This will facilitate the
dissemination of information concerning the activity. The further dissemina-
tion of information by colleagues and the acceptance of the staff member's
ideas by others are likely to be also enhanced by the type of appointment
held. The role of the staff member in the organization and the authority
associated with that role are important characteristics of potential change

agents.

A second characteristic which may influence the effectiveness of an
overseas study program is the existing relationship between the staff member
and either industry, commerce or the general community. College and system-
wide benefits may often be dependent upon a close liaison between the staff
member and the above groups. This is likely to be the case in regard to the
introduction of new courses as a result of overseas experiences. The accep-
tance of such courses by employers may be influenced by their knowledge of
the staff member and the opportunity they have to discuss both the proposed
curriculum changes and the staff member's general experiences gained from

visiting similar specialist areas overseas.

A third important characteristic is the staff member's knowledge of the

area of interest which is the focus of the overseas study program. Knowledge
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of the major issues relating to the interest area, hut not specific details,
will influence the effectiveness of the activity in two wave. Firstly, if
will assist the staff member in defining the aims of the overscas study
program so that it encompasses all essential elements which may be relevant
to technical and further education. Secondly, a thorough understanding of
issues associated, often indirectly, with the area of interest will enable

the staff member to make more readily acceptable policy recommendations.

3 The topic - aims, priorities and relevance

The final background factor which an evaluation study must consider is
intrinsic to the study program itself. Topics will vary in their breadth
of application and in their degree of relevance to the aims of the TAFE
sector. Some programs may be narrowly focused on an issue relcvant to the
system. One such example would be an examination of the training procedures
for metal fabrication craftsmen. A more broadly based program would be one
studying the organization of community education. In this instance the
issue has widespread implications for the entire system and is extremely

important in developing the concept of technical and further education.

Within a particular topic there will be a number of areas of interest.
Each will be valued to differing degrees by the staff member, those in
charge of the overall staff development program, system administrators and
the staff member's own college. This suggests that an important aspect of
an evaluation of overseas study programs is to establish the values which
each of these groups attach to the various areas which may be investigated.
It also emphasizes the desirability of the staff member to discuss with
each of them what they consider to be of most importance for the college

and/or system.

Processes

Three sets of processes are relevant to the evaluation of overseas study
programs. The first of these concerns the procedures by which successful
applicants are selected to receive funding for an overseas study progranm.
The processes which define the overseas study program as a ‘staff development
strategy constitute a second major set of processes. The third is more
closely related to the dissemination of information gained from the

activity.
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1 Selection procedures

The procedures adopted by the Technical Schools Division for the approval

of submissions for the funding of overseas study programs involve five
stages. These can be summarized as follows. Firstly, the staff member seeks
approval and support for the submission from his or her college council.

Once this approval has been granted the proposal is examined by the Executive
(Staff Development) who make a recommondaticn regarding the application to
the Staff Development Standing Committee. This committee, in turn, makes a
recommendation to the Director of Technical Education who seeks final

approval from the State Minister of Education.

A similar procedure is adopted by the Department of Further Education.
Applications are first considered by a subcommittee of the Staff Development
Committee. A 'short list' is compiled on the basis of the written applica-
tions and these people are interviewed by the Staff Development Committee.
Recommendations for approval are made to the Director-General of Further
Education. The Director-General seeks final approval from the Minister by
means of the Overseas Travel Committee which is convened by the Chairman of
the South Australian Public Service Board. This committee may refer the

recommendations back to the Director-General for further consideration.1

The above processes represent the intended procedures by which staff
members in each system are selected to participate in overseas study programs.
An important aspect of an evaluation study is to examine the extent to which

such intended procedures are actually implemented.

2 The overseas study program

The activity itself constitutes a major component of the processes which
require examination. Each activity will be defined by its own particular
processes and these will relate to conferences attended, educational insti-

tutions visited and many other types of overseas experience.

3 Dissemination of Information

The third important group of processes occur after the conclusion of the

activity and are related to the manner in which information and ideas gained

In the 1978-79 year this did happen. Four applications were recommended
to the Overseas Travel Committee which requested the Director-General to
reconsider the recommendations. Two applications were subsequently
approved.
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are disseminated. Already certain conditions concerning the dissemination
of information have been noted and in both systems these are intended to
result in the distribution of a report on the overseas study program to the
senior administration. This process may be augmented by the staff member
organizing seminars for college and administrative staff, discussing implica-
tions with representatives of industry, addressing subject association

meetings and writing articles in teacher jourmals.

Dissemination processes may also be initiated by people within the
Department or even by those external to it. Furthermore, it is quite
conceivable that certain processes may be established so as to limit the

dissemination of information presented by the staff member.

Outcomes

Outcomes which may result from an overseas study program encompass both
outcomes specific to the area of interest being investigated and outcomes
of a more general type. Outcomes in this latter category will be similar
to those relevant to the overall staff development program described in
earlier chapters. By contrast, a study of the aims, both explicit and
implicit, of the activity will be the source of more specific possible

outcomes.

The Evaluation Framework for Overseas Study Programs - An Overview

A framework for the evaluation of overseas study programs has been proposed.
This framework incorporates the same three general categories of variables
(background factors, processes and outcomes) which provide the basis for an
evaluation of college staff development programs. Specific elements within
each category have been identified and the entire framework is summarized

in Figure 9.8.

Methods and Measures

Evidence about each of the elements contained in the evaluation framework
needs to be collected. Owing to the specific nature of each overseas study
program the use of questionnaires as instruments for gathering this evidence
would not seem appropriate. Instead reliance needs to be placed upon
interviews as the primary means of data collection. These interviews can

be used to obtain different people'’s perspectives on each of the elements
identified above. The staff member, colleagues, senior administrators and
representatives of industry may all provide valuable insights into the many

aspects of overseas study »rograms which have been described in this chapter.
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General category

Background factors

Processes

Cutcomes

Major element

system policies

staff characteristics

topic being investigated

procedures for selection

overseas study program

dissemination of information

immediate
intermediate

long~term

Specific element
application for funding

conditions of funding

selection criteria

length of service
type of appointment

relationships with industry/
commerce/community

knowledge and experience

aims
priorities
relavance

breadth of application

college procedures

system procedures

conferences

visits to educational institutions

visits to industry

staff member - initiation

system — initiation

specific to activity

general to overall program

Figure 9.8 General Categories, Elements and Specific Elements which

Constitute an Evaluation Framework for Overseas Study

Programs
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In this study four overseas study programs were used as a basis for
developing a suitable evaluation framework. It is useful to indicate the
variety of personnel interviewed in two of those programs. The people

interviewed were:

QOverseas Program A: staff member
principal
teacher union official
Staff Development Committee member

senior administrator

Overseas Program B: staff member
teaching colleagues
industrial representative
Departmental officer (curriculum)

Staff Development Committee member

This concludes a discussion of the proposed evaluation framework for
overseas study programs and associated methods and measures for the

collection of evaluative data.

Centrally-Funded Activities

It may be useful for central staff development committees to monitor the
effectiveness of particular aspects of their program. In the case of

centrally-funded activities two questions would appear important:

(a) What are the effects of centrally-funded activities upon

individuals, colleges and the system?

(b) What factors restrict or facilitate the effectiveness of the

centrally-funded activities?

The first of these questions would enable a comparison to be made concerning
the relative effectiveness of different staff development strategies. The
second question could provide insights into those aspects of college and
system functioning which influence the effects of centrally-funded activi-
ties within the college situation. Data concerning both these questions
can be determined b; modifying the appropriate sections contained in the
Teacher Evaluation Report. The resultant quastionnaire, the Staff Develop-

ment Activity Evaluation Report, is found in Appendix 11,
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There were two categories of centrally-funded activities which were of

interest in the present study:

(a) centrally-funded group activities initiated by the Victorian

Technical Schools Division;

(b) interstate conferences and visits funded by the South Australian

Department of Further Education.

These activities provided the basis for a trial of the Staff Development

Activity Evaluation Report.

The Staff Development Activity Evaluation Report - A Trial

All staff attending four centrally-funded group activities in the Technical
Schools Division during 1978 and all staff attending interstate conferences
or visiting interstate from the Department of Further Education during
1977-78 were asked to complete the Staff Development Activity Evaluation
Report. Participants in three college-initiated activities from a college
staff development program in the Technical Schools Division were also asked
to complete the report. A summary of the total sample selected for this

trial is given in Table 9.1.

The procedure adopted for this trial was to mail to the target sample
a copy of the evaluation report together with an explanatory letter. The
participants were requested to complete the evaluation report and return it
in a stdmped, self-addressed envelope. An initial follow-up letter was sent
to those participants who had not returned the evaluation report within two
weeks of them being received. In the case of those staff who still did not
reply within a further two weeks, a second follow-up letter was sent;

included with this letter was a spare copy of the report.

The organizers of activities are another important source of evaluative
data. In the present study the organizers of 33 centrally-funded group
activities in the Technical Schools Division 1978 program were asked to
comment upon the possible effects of the activity which they had organized.1
A section of the Organizers Evaluation Report is reproduced in Figure 9.9
and the entire report is included in Appendix 11. A mailing procedure,
similar to that used for participants, was adopted for the trial of this

instrument.

1 This represents the total number of organizers of group activities for
that period.
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Table 9.1 A Summary of the Sample of Participants in Centrally-funded
Activities and College-initiated Activities

Number of

Title of activity Specialist area participants
Technical Schools Division
Centrally-funded activities
Country Technical seminars Plumbing, Sheetmetal

and Coppersmithing

teachers 50
Assessment of Module Program Plumbing 33
Farm Machinery Workshop Agriculture 30
'Has traditional Technical Education
coped with industrial change’ Electronics 36
Technical Schools Division
College-initiated activities
In-service Day on Partridge Teaching and
Committee Report non-teaching 402
Educational excursions Teaching 25
Photographic Short Course Teaching 20
Department of Further Education
Interstate Conference Line Teaching and non-teaching 49

a . s
In this case the sample represented 25 per cent of the total participants

Staff development activity organized by you: Farm Machinery Workshop

There are sany possible outcomes from a staff developrent activity. Some will relate to the individual staff member
and others will relate to the overall effectiveness of the college. Some will be intended by the organizers of the
sctivity; other outcoses will be unintended bu? still be quite iasportant.

How such effect do YOU think the above staff development activity had upon the majority of participants? I have listed
3 number of possible outcoses relevant to a variety of activities and there is the opportunity for you to further
specify other outcomes that may have been more relevant to the activity you organized.

Effect on majority of participants

=
Pl
—

Some possible outcomes of staff development activities Considerable Moderate Slight

Increased their confidence in dealing with students J J 1

»

Irproved their teaching performance | J C

Introduction of new teaching procedures into their

lessons or those of their colleagues 3 J |

O oot

Figure 9.9 The Organizer's Perceptions of the Possible Effects of a
Staff Development Activity - Sample Statements
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In summary this illustrates the manner in which previously discussed
measures may be modified fo. the evaluation of specific staff development
activities. In the present example, the Teacher Evaluation Report has been
modified to answer two basic questions concerning the effectiveness of the
centrally-funded activities. If more detailed evaluation is required then
an evaluation framework, similar to that proposed for overseas study programs,

would be appropriate.

Industrial Leave

During the early phases of this study it became evident that TAFE staff
were concerned about the opportunities to keep up-to-date with modern
developments in their areas of specialization., This concern was expressed
by both college staff and senior administrators. Furthermore the central
staff development committees of the Department of Further Education and the
Technical Schools Division were in the process of developing policies in
this regard. In particular both committees were cxamining the feasibility
of staff returning to industry for defined periods.

Little information has been collected abcut staff perceptions concerning
industrial leave prograus in Australian technical and further education.
Therefore it was felt useful for this study to cxamine staff attitudes
related to the appropriateness of this form of staff developmeut activity

for keeping abreast of changes in their area cf specialization.

There would scem to be four major issues in judging the appivpriateness

of a proposed staff development straiegy such as industrial leave:

(a) the exte:it to which the reeds nf staff arec adequately catered for

by existing strategies;

(b) the celative impirtance of the propvoused strategy in comparison to

ex:sting strategies;

(c) the conditions under which staff members are likely ee participate

in the proposed strategy;

(d) the extent to which staff characteristicy affect percept’ons

of the usefulness of the propose: strategy.

Fach of these requires some comment.

Existing Strategies and theiy Relative Importaxnze

There are a variety of opportunities already a,ailatle wkich enable staff to
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mainrzin contact with developments in industry and commerce. Of particular

importance are:
. Newsletters and journals

. Trade associations

. Curriculum Standing Committees
. Visits to industry and commerce
. Seminars, conferences and courses organized by industry and commerce

It is of interest to know the extent to which staff currently make use of
these avenues for keeping up-to-date in their area of specialization. In
addition some of these strategies will be more beneficial than others, and
again this is useful information for developing policies in TAFE staff
development.

Characteristics of Industrial Leave

Industrial leave as a staff development strategy may possess a variety of
characteristics. For example, during periods spent on industrial leave the
staff member may actively engage in the ongoing activities of the 'employer';
alternatively the staff member may observe these activities. There are also
other features which may characterize an industrial leave program. Some of
these include part-time or full-time leave, the total period of leave and
the frequency with which leave is taken. Another set of characteristics refers
to the employment conditions which operate in an industrial leave program.
This is an important consideration in those cases where there are discrepan-
cies between 'employer' conditions, such as amount of salary paid and hours
of attendance, and those of the Department.

Staff Characteristics

The appropriateness of an industrial leave program is likely to be
influenced by certain staff characteristics. For example, teachers in some
specialist areas may benefit from 'hands on' experience and teachers in
other specialist areas may be better served by observatidnal periods.
Unfortunately no information is currently available which relates to the
effects of the teacher's area of specialization, type of appointment and

previous experience upon such preferences.

A short evaluation report was designed, with the co-operation of the
Victorian Technical Schools Division, which sought information about each
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Table 0.2 Sample Design for Industrial Leave Survey

Number of staff Total number
Stratum Number of colleges from each college of staff
I 5 3 15
11 5 8 40
111 10 25 250
Total 20 305

of the issues raised above. This evaluation report is contained in
Appendix 12.

A trial of the Industrial Leave Evaluation Report was implemented with
a sample of staff from the Technical Schools Division. A two-stage proba-
bility sample of staff was obtained using a procedure similar to that out-

lined in Chapter 8 of this report.

The colleges were initially stratified according to size, based upon
numbers of effective full-time teaching staff. This yielded the following

three strata:

Stratum I (size 1 - 15)
Stratum II (size 15 - 20)
Stratum III (size 50+)

A sample of 300 was considered the maximum number of cases which could be
managed, given the resources available for the study. A proportionate sample
from these strata was selected, and staff randumly sampled frem within each

of the selected colleges. The final sample has been summarized in Table 9.2.

A mailing procedure, similar to that used for the trial of the part-

Lime Teachers Evaluation Report, was adopted for the trial of this instrument.

Summary

This chapter has been concerned with the application of the proposed

methodology for the evaluation of a college staff development program to
some specific staff development activities. It has demonstrated how the
overall strategy and particular aspects of the various evaluétion reports
described in earlier chapters can be modified for a variety of evaluative

purposes. The data collected about specific staff development activities
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can be processed in a manner similar to that outlined in Chapter B of this
report using, for example, profile similarity scores to examine contingencies
between background factors, processes and outcomes and the congruence
between what is intended and what actually occurs.
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APPENDIX I

Documents used in the cxamination of sccondary data concerning the

Victorian Technical Schools Division Staff Development Program.

ocument I: Application to be completed by colleges in the Victorian
Technical Schools Division for funds from the TAFE

Special Purpose Recurrent Grant (Staff Development).
Docwient = Full/llalf year Accountability Statement concerning college

usc of the TAFE Special Purpose Recurrent Grant (Staff

Development) in the Victorian Technical Schools Division.
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LUUCATIUN DEPARIMENT, VIULIURIA

TECHNICAL SCHOOLS DIVISION

MEMO_TO PRINCIPALS OF SCHOOLS/COLLEGES

[S]
.

Y.A." E. STAFF _DEVELOPMENT PROGRAMS FOR 1979

Colleges/schools are requested to forward details of proposed
staff development programs for 1979 as previously outlined in
"T.A.F.E. DEVELOPMENT PROGRAM INSTRUCTION 1973/3." (778/1238).
Section 8. o
Proposed programs should include:
2.1 Anticipated staff development program for:

. teaching staff

. non-teaching staff

. part time teachers
proposed initiated and centrally initiated activities.

2.2 Anticipated details of costing.
2.3 Proposed number of staff participating.

Statistical information required:

3.1 Equivalent full time T.A.F.E. teaching staff currently at
school/college.

3.2 Equivalent full time T.A.F.E. non-teaching staff currently at
school/college.

3.3 Humber of Part Time T.A.F.E. teachers. <.g. Employed on a

sessional basis. (1. teaching qualifications, 2. no teaching
qualification). .

Allocations for 1979 will be based on:
4.1 E.F.T. numbers of T.A.F.E. teaching and non-teaching staff;
4.2 special needs as requested by particular schools/colleges.

4.3 evidence of purposeful use of 1978 funus.

Details should be forwarded to:

¥ir. lan Hamilton,

Executive Officer,

T.A.F.E. Staff Development,
Hawthorn Teachers' Centre,
11 Paterson Street,
HAWTHORN, VIC.......3122.

No later than 30th September, 1978.

5S4 .

283 w.(J. BONADEO,

Ofticer-in-Charge,
. Jechnical Schools Branch.




EDUCATION DEPARTMENT, VICTORIA

TECINICAL SCHOO0LS DIVISION

TAVE_DEVELOPMENT ¥HOGIAM

1978 STALY *EUT’JPPEYf ACTIVITICS

FULL/HALF YIAR REPORT

mLLEGE/SCHOOL ¢ao'o-o¢u-llo--uu--o-ul!o'.u'uu-uolouon..'o-.!-u.-

gy

A. College/Schsol Policy and Prioritics adopted when allocavinp
funding to various activitieg to be supported (objectives).

B. lothod of evaluating programs — qualiitative statement as to
value of Staff Development to individual and/or College/School

C. SL.BIARY

1978 funds received to date.
Total cost of programs completed.
fTotal actual expenditure to date.

Balance of funds ungpent.

& 42 A 4>

Totol of unspent funds comni tted for programs

E;RJ!:‘ . 20266
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APPENDIX 2

The Full-time Teachers Lvaluation Report

Part A ‘The Evaluation of the Staff bevelopment Program over the

previous 12 months,

Part B: An Evaluation of Staff Development Needs.
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The Australian Douncil for Educational Research Limited

EXECUNVE : 0 Box £10 Hawthorn
S A Hayner MaME @I STITALE (Prassuny) Y Victorna Auntrabn D190
AHWohoter NABICPACE (Vios Preavient]) ﬁ ) Telephonso (001271
Vrrotesenr RAESILy M AN MAAMEACE (Vine Froaxent) -

1
G & Ramesy Do DOY DipEd PRD MAGE Coblas Aceres Matbourno
Brotessor D tipasrray MA MEJ EQD

ORECTOA
.J“,(.-unnac DplaMeoPnDlsor ALY

Our yef AF DS 1.4A : 20 November 1978

The Australian Council for Educational Rescarch, with the co-gperation of
your College, is studying different methods for the evaluation of the staff
development program organized by your College and the Technical Schools
Division. Since the staff development program is designed to assist both
full-time and part-time college staff, we are secking your help in our study.

It is particularly important for us to obtain some estimation of the relevance
of the staff development program to the requirements of fuli-time lecturers,

and the difficulties experienced by full-time Jecturers in attending staff
devclopment gctivities. Of course information supplied by you will be

treated asérictly confidential and only overall results will be made available
to those of your College and Department in charge of staff development .

Throughout this report the staff development program is meant to include those
planned activities directed towards improving performance on the job, preparing
the individual for specific progression within the system and providing an
extensive basc of experience to assist the staff member in adjusting to change.
Some of these activities will be formal, c.g. seminars, short courses, induction
courses; others will be less formal, e.g. censultancy with educational services/
staff development officers or members of TAFE services. However courses

directed towards a formal teaching qualification are not included.

Could you plecase answer all questions unless they are not directly relevant to

you - in such cases you will be instructed to proceed to the following section.

¥hen you have completed this report, place it in the envelope provided and
retum it to )

Thank you for your assistance.

Yours sincerely,
V) R ocda
O ia. o

Adr.zn Fordham
Senior Rescarch Officer

Enc.



Avstrolian Councll for tducational Rewwirch

STAFF DUVELOPMENT PROJECT

Lvaluatien Report for Full-time Teachers

Tris report forms part of o study of staff developrent pragrems in Technic)l ond Further tducations #11 the informstion
chtolned will be CONFIGENTIAL. Pledse tuke care to ansuer cach question thit is relevant to youe The report has two
sectionss Tre first section deals with staff developrent activitics that you may have atiended, possible outcomes of
trewe activicdes and factors that affect one's atlendance at these uctivitics. The second scction is more concerned with
determining wait you consider are your needs in the ares of teaching and wit:t re the benefits of the staff development
oragra taat you ee are perticelirly relevant,

T E e

PART A

. Activities Attended by YOU over the Last 47 Fonths  (If nene, please turn Lo page 5, cection 1),

Activitins attended:

Pleaze indicate the ctaff developnent activities you gttended In cach of the cateqories listed below,
Includes (1) type of ickivity, e.y. conference, short course, seainar, ctc.

Cul) orgunizer of the activity, cag, cotlege based, conlr -ty initiated, incostry initictes, cte.

Fer esipie: Teaw Togring Fonale Pooor o = Conraddy Initiated Sevingr,

L) Tecrnical or Suecialist Arex (content specific o current work or to future work)

,-
s

Teaching tracticns (emphasis un knowledye of specific teaching methods, use of audio-visusl equipment, etc.)

te)  Curricuiun bevelopmert and bvalustion (the developing and evaluating of new cowrses, materials or methods)

€)M peent and Nepnization (@inogerent theory and practice, TATL systems, finance, tesm skills,
fer,rd il [;mnin:D

o~
~ -

ool e Developrent  (olarification of gouls of school and wiys of uchieving them, elc.

ooy Cieclusiog fiest old and mafety procedureay tescter's personal developaent)

El{lC 2(,? 1
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LE Chinges in both inclvidual and collene effectivenoss can be brought about by miny factors, such as increased

staffing, re-ollecation of physic 1 -wsources, etc. Conslder now unly the effects of staff development

activities that you havo attended.  If you have not attended any activities over the last year please go to
Jou y y y

Section IV on the next page.

(1) How ruch offect has_the staff dovelopment activities, indicated gbove, had upon the following

Y

passitle outcomes during the lust yeor?

Some possible outcomes of staff developaent activities

Considerable

tffect

Moderate

Slight

Increased your confidence in dealing with students
Improved your teacking performence

Introduction of new teaching procedures into your
lessons

Chanyes in the content of courses tsugrt in response
to mcdern business and industry peactices

Oevelopment of a team work =pproach i~ reaching the
goals of the depurinent ur cullege

Increased your awareness of the future needs of
industry and commerce

Inzreased knualodge of concepts and okills retated
to your teaching

Intressed your satisfaction in teuct ing

hive you 1 greater understanding of the total work
of tre collego '

Increased your adyptability to future organizational
changns

Prepared you for future positions of responsibility

tnereased your commitment to the educationzl goals
nf the geiar it or enlleqe

brprowd your consultative contritution to outside
sroganizations

bt bt evinin e of infarection abiout courte.,
cteey etaren oo eges of further wducation

Cbhers

wod bortier etfeck diyou expect the wtoff deunloprent sctivities Cingicated obove) to have over

U0 00oo0Doo0Do0oooaoo

U0 0000 oooooioobaon

U0 00o0ooo0oooonaod

tre noak V7 oarntn?

Ni

—
—

U0 00oboooooooog!




O

I Now connfuer those <taff developrent wctivities In 1978 which you felt were most worthwhile and those which

you Pelt were Teast worthwbile in increa.ing yeur effectiveness as o teacher,

List-rost wortbwnile activities (please glve reazans)

i h

s

least worthehile activities (pleusse qive reasons)

Iv Constralnts that sffect ottendance ot staff development activities

Vsricus factore are responsinle for teachers' inability o uneidlingness to participute in come otoff

doveloprent activities,

fnticate for cacn of the following facters if it is of considerable, moderate, slight or nil iepotance to
you by rutting o tick in the wppropriste btox.

ERIC

Aruitoxt provided by Eic:

Cost Ceuys for tra el and regictration)
Dozestic and/er personal responsibilitivs
Difficulty of staff replacenent

Reiuctance to brek continuity of tuecching
LFOSTan

{uappropriate times during which activities
wre plannerdy vege wetkends

Inalesuste cosrunication on the part of the
ofyanizers

Inadaquate comeunic tion within the solleqge

[

viok o redegance of prograns to your needs
alid Lunaeeng

Coaritrent to wtuy for other quatifications

s icient sslstence In belping teacheis
Leraary nf breir gan pontds

[P 4

Considerable

Importangg

Moderate

Slinht

0 0000000 Oooo

e 2066 2 '33

U 0ot oo oo ogd

U U oo oo ood
U bbb oo o oood

—

l

ey
e

pm——
Ll

ety
S




V

Apiriication tu the Classroom and Workshop

There wre many reasons why ddeas expre-sed ond skitls doveloped In staff development activities cannot be
apptied U the engoing activities of the classroom and workshop situstlbns, There are other factors which
fecttitste their introduction.

W) Te Wt entent diod the following f.ctors restrict the upplication of ideas and skills you aeined
froa stoft sevelopment sctivities during the last year? (I you hive not attenced way gctivitics over
the Lot yeur please go to Part B on next page)

Effect
Considerable Moderate Slight Nil

s dnuuiticto ol retecioly or limitations ol
collese tuildings

]
]

U oooo O
U O0o0oo 0O 0

2 General staff indifference to the introduction
of new ideas

5 Insufficient time to carefully plan for the
implementation of innovations tu curricula

b Inflexibility of time-tabling factors
5 ot directly relevant to current curricula
6 lack of sipport frum the college administration

7 Other:

0 00000 O
0 00000

Li) To whob extent did tha follguing factors facilitate t1e irplozentation of ideas and skills ¢ained from

staff cevelopnent sctivities during the year?

Effect

Consideranle Modarate Sliaght

[

v Fleardtdlity of eollege adeiniotrative factors

L]

2 haistenen from ke otff of TAFD who possess
partinuler expertioe in the areg

Accessibility amg avallability of resources,
incluting appropriate buildings and miterialg

v fo=gperation ans onsictence fron felloa menbers

of Are ol lege

U oo

coanterest e cupnort by business, dndusty
ale] Loty rets

]

Foobrtic i enlbege persontel who deal with otoff
dewningen o boney, wseation] ervices/ataff

doaninureatr o finer

]

U 0O 0o000ao
U 0O 0000
b0 0000aQ0ge

%
i
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PART B

Evaluation of your Heeds in the Area of Teiching

This form is dzsigned to help you dotermin- your nceds in the area of teaching. A set of possible needs
are presented that have been derived from ciscussions with college staff and previous research. Some will

be reievant to you; others will not. You are usked the foliowing:

(1) Firstly, you are asked whether you think the listed skills and abilities are important to
your works
(i) Seconcdly, you are isbed to comsent whether you think the skills and sbilities listed represent

greas which require further devalopment.

Then you are ssked to indicate what your priorities are in rogurd Lo the benefits that may be derived from

stoff development activities.

Finilly, ysu are given the opportunity to sugsest what wppropriste activities might te plonned for the

fortacoming year (1979) which might assist you in your professional development.



T WHAT M0 YOI TPCRIMT S0 DO AR

.‘ch:nt.are t-e.fz.l:\in; far ot To om0 -vtant o2 yoy renuice further
sifective in your ot lneee dn e of tre 20235
AR
, f ".‘Er'* ef T . '{_“ nenzen
statenents that cencern the drea of t2rcning R - ez, 2
Basic Sublect Matter - relevont to the zrea of cpecialization in wnicn !
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— e —— ! —— —— Ae———
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dsteczzant snd Daalvatin frisagires - ge
2ty aszzesTent procedures fir sfuian: ; : — 1 oo
rl Seaaliizent - vhe crevarat of new coursss, snsaleize of :
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relation to cre's texching practises. . [ : Pt
Skills in 2 Wide variety of A2zz - rat irectly related 4o ore's
specializaticn, _— — — — —
nse’ iy Students - in aregs such as stedy praslens, oo piacesent
:mal privlazs, | [ ' | . U

Siills = in ¢2aling with fellow staff, studeats and the comzunity
£ g inforz: atizn, heirg sorsitien to preblezs when they ariss erd
ng to thes pesitivaly.

[
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[
|
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[

'R: ting! Prasedutes - such as Yasic safely and first aid proczdures,
s of the lopad ebligations of teacrers, saintenance of reccrds.

L
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Taa Puct viloe go yoen phae on ek of thewn possdble benefivs of toe otad 1 developnent progran?

Plee rek frow 1 Arigtest) to 8 (lowest) the following bepefits In thelr order of ieportance to you at the
proert b

Rk ing

Vo Anodncre wd conflaenca in dealing with both students and toachers,
A recoanction by colleagues in other c. lleges of o stuff mutber's
contrivution to technical ond turther cducation.
i Ao uneerstoraing of the current nature ot employment in industry
N CUTTerCee
9 An isprovement in incividuol performonce in those sress which are port
of nurn .l warky .. teachingy typing. :
Sooeetter utilization ef leiwwre=time activitivs a5 0 resull of o richer
develep ment of uiills and knoaledse not directly relsted to current work.
v Tre proeision of o firs foundetion of relovant knc ledse concerning
¢:fuer Cyportunitivs an witdch to Lase “.ture decisions,
{0 trepsration for the recponeibilitivs of future positione in the
ofsanization o stoff ceaber misht ascume on prosctions .
Inervased adaptability of staff werters to an wranization found in
cociety uncergoing rapid technological chance.

G Other:

Wl rff govelonment sctivities for 1,

Cert:in nueds Uit you consider impe ot will have Leen identificd cn the preceding page. You are now aske

Ly syt what mlght be appropriste ctrotegien and sctlvities that could be implemented next year for your

e B ysu winh bo moke sng further comment  on the gperation of the stuff development program in your colleqe?

Tope o0 o rr anniLbenge, 2 18
o e 27
EMC 0
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APTENDIX 3

Head of Section Evaluaticn Report

Part A: The Evaluation of the Staff Dovelopment Frogram over the previous

12 months

Part B: The Evaluation of the Needs of Staff, Scction and College.

[14
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HEAD OF DECARTHERT CVALIATION /EORT ON THE STAVF DEVELOENENT PROUAAM fOR 1071

“astion report s concornea with tuo stoff devolopmont activities you und your staff have
¢ vver tha Yost yosre The dofinitien of stuff development activities o be used in this
¢ ks to include b. th formal and loss formal activities, o.g. attendunce st courses, cunferences
and serinars;  resparch;  conaultancy; sorvice on acadomic hoards and college committevs; induction

coursds;” jub rotation and industiiol leave.

- Firstly  You are askod to doscribo briofly tho activitios, noting type and organizer, fur each of
the categories listeds  You are also asked to indicate approximately thc number of staff attending

eich of the activitioss Includa your own participotion in the progran over the last twelve months,

sccondly  You are asked to comment upon the possible benefits derived from the 1978 staff doevelop-
rent pragran fer your departconts This will include thoso benefits already realized and those

tenefits likely to occur in the near future.

Thirdly VYou are asked to indicate, with reasons, which of tue sctivities you consider nost vorth-

whilo and which activities you felt were lease worthwhile.

Fourtnly  You aro asked to sujgest those reasons that prevent some otaff attending staff develop-
rert wctivitios and then indicate the fuctors which oither restrict or facilitute the implementation

of new skills, knowledge and attitudes gained into the ongoing activitios of the department.

Harr of Oepartronts
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Mo L L=TIME STAFF: » -

ACTIVITIES ATTEROLD: Phevie Inodeato the ataff dovelopmont activitien you und your staff attendod in vich of the
Coteaarien Hated belows  Includes (1) typo of actlvity, v.ge conferencoy short couruey sembmary oles (11) organizer
of the activity, vege college based, centrally inltiated, industry Initiated, cte.

For_tomoles Team Toaching Module Program - centrally initiated seminors,
Approximatoe tios of stuff
() Techaleal or Sooclallst Area (content specific to curront work ur future work) attending those activities:

Juoooon

(b) Teaching Practices (ezphasis on knowledye of specific teaching methods. Use of
suoiv vlsual eguipgent, ete.)

Jubboobn

-

o~

cr

} Lurriculun Govelopment and Curriculun Evaluation (the developing and evyluating of
" of new courses, materials or methods)

Juuooon
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Approxtmate Hoy of staff
(dY Minygement and Organtzation  (managomont thoory and proctice, TAFC syaten ., attending thewo activities:
{inanca, tean skillay forward plunning)

_ L
=
=]

JOOU

{0) Deoy ~ontal Develnment - eaphasis on whole «taff of the depurtment
(clarstication of yoals of depertrent and ways of uchieving them, ctc.)

)
i

[
L

i

|

JOCL

) Sundry (ircluding first aid and safety procedures, teacher's personnl
gevelopmont)

Jooooon
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TELEURETIVEISS OF SEALL 1 VILOKUNT ALTIVIEDS

O Comgen o bate aondivtdual and departaental eftoctivonns con bo e bt abont by many bactors, such s
tncreased stattoog, re=allogation of physteal resourcesy etes Consider now only the effects of staff
duye Loprent oetibles that yon ad your staff have attended,

GO Hew ruen etfect s the staff developient activities Cinicated above) had upon the follouing during

di Lt yeord

belfoot
Soae pnsuible vutcones of atati developrent actlvities Considerable Hoderate Slinht nil

Increo.od confidenco of stafi in dealing with studsnts

1

0 o ud

Laproved te.cning performance oi stoff

Introduction of modern teaching procedures into the
departaent

Chenes of the content of cuurses taught in response
Faoradere Losiness wnd Industry practices

NN

Develepnent of o team work opproach to reaching the
guals of the deportment or coilege

Increzsed awarennss of the future needs of industry
ond comnzrce

U ooodoo
U o oof

10

Increased staff krowledge of cencepts and skills
related to their teaching

Increasad job satisfaction arongst staff

HRERN
cog oo
0o

Grester viderstanaing of the tolal work of the college

increased edaptability of stoff meisbers v fulure
orginizational changas '

]

[

Preparation of stafi menbers for fulure jositic
responsitility

AN
]

Increased comnitmant of stoff to the educaticnal
Godlnool e genariment orocolleqs

U uug O

i

ey consultative contribution of stafi to
Loistde ergarizations

cet vy tree exchange of informition about courses,
rte., tefwnpgn TAFE calleges

0 0
i

(thers

0 00000
N

g o o d

0O
[
]
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O At further vbtoet o you oxpect tha w0 F e v boprent activittes to huve ovnr the rext
Voranthe]

T Now consider those stoff developront uctivities in 1974 .0 you felt were nost worthwhile ond those
wiich you felt were least worthuhile in increasing the oty wtiveness of both the individual stoff
recher and tne overall departeent:

List cost worttwhile sctivities (Flesse give reasens)

Pint lret wortianile activities (Plesse jive ressons) ..

ERIC
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ALIEWOANEE AT SIALE DUVELOPMUNT ACTIVITIES

Lnatrabn, Aot atfect albombmee at sttt dove loprnt wlivitien

Vardous Dictors ane tespotanle for Seachors? dnability or unwi i

dovede, vt wetivitien.

lu“fiﬂ!g‘“ﬁh|}'(‘tﬂ}{ i Suke bl

bt o e af e tollowbig T tores ©F it s of conshder wiley wodoratey S Tight or wid st e
Eoyeud b by bt o taek o b appraps aty Lox,

Cost Ceans for traved and registration)
Boneatic wnvyor per ] responsibititios
OLfficulty of staff replaceront

keluctunce to break continuity of Leaching
prajraa

cddiuate comsunleation an the part of tne
ur o aniner

dadeguate conturication within the collega

taCe b relevane of programs o the ey
of tue gogartemont

I proprbote thnes during whien ..t es
are olonrod

Compivaent to wtudy for qualific.tiom

cenffigiont acoint ince in belplos teaors
Leaare of Uadr an peeids

Considerable

loporLnee

Moderote

Slight

.
-
-

oy

L
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P e many peason s why e ce e and shE tovotoped o s ta bt doyetopuent ac Wit he s Cannet b
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e bhed ta e amgadog activities of the classeonn and workehop L luation.,

factlitate toeir Introduction,

W)

S oty

Thero are ather

ot wetivitdes doctog the List yoard!

Losuttieient materiobs o dindtations
college bullding

Ceneral staff Inddltference to the introduction
of new 1o

Losufticiert tine ta corefully plan fur toe
tiplecentation of i vatlons to curricer

infledbillty of tire~tudling fuctors
Mot dircetly relevont to the current curricula
and established proctices of the aepart- vt ¢

college

Laci ot support from the cullece admlnistration

Others

19 what catent did the following fuctors facilitate the woplication uf idess and skills goined fron

Lo Berabe

L]

L]
L]

[

Li'VV}

Soderate
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STight
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U o

HEERARN

stolf development activities during the year?

Pl o college wninistrative factors

Ausiobenarsa the staff of TAFE who possuets
particat = expertice in tha area

freensibility and avsilability of revaurces,
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Gr-onerstion ane vosintance from fellow mentiers
i e enilene

Pnberent and Lupport Ly business, iedustry and
turinnity rGubs
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Effect
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Pk LVALUATLON 01 YOUR RELDS ATID T BUED, G VOl ALY At DEPARTE T

Peow dorac v dedgaed Lo hielp you doteraine the noeds ol youraelfy g Lath
yorr oLaff and departments A flnal weetion 1s concerned with tha needs of

the ontire college,

A seb of possible needs are prewie ) Lhat have been darived fron dis-
cuzsions with collen2 rechiers, previous receeret and g reading of the

wooeinl be relevant to you snd your deporteent;  others uill

.

literater

note ¥ g asked tao things :

) - are 3sked whather ycu think the listcd meeds are
to your gwm work, that of your stoff and finally to
gie o rall functioning of the departrant and collers.
‘ ceoaty veoare asked to comment whether you think each of
" onegds represent areas which require further develorant
ro.rier to increase the effectiveress of the individual or

dosarinent,

Firally you are given the crcortunity to suggest what oppropriate
activities night bte plarned for {ne fertreening yerr (1379) which nigh

benefit tre functioning of tre cepartment,
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CONEIDENTIAL

Program of College Staif Deselopment

Evaluation Report

The Lvzluation of Staff Development

This report is intended to assist you in cvaluating tive staff
deveiopinent program in your college.  Evaluation is used here
i the broad sceanse to include not only the asscessment of out-
comes resulting from the provram, but also an examination of
those organizational procedures and ongoing processes which

Icad to these outceomes.

The initial sectioh of the report asks you to consider

the management of stat'y development programs in your collepe.

The subscequent thice sections are concerned with what
happened in regard to staff developuent in your college during
1978, what you sce as the major benefits to be derived from
the progian in the following tuo years, and wvhat are the

£

specifie staft and organizational neods of your collegpe

P

o

winteh the programs are to be direceed.
The final scction asss you to comaent on a number of

tauctors which may or may not contribute to the offcctivencss

of a taff development progran.

LA™
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Prawves ot ant vadrcatort  nats 2o ancanechit vt

The M coiment of Hpu{{ Developant In your Collepe

Colleges Tave dovelopod thoie cwn wotheds o orpanising and vvalualing their
) i L 18 I

ottt dova it iy ey e 1 it 15 ite cleay that theve 14 ne bont

LN SR R H AR PG B DO Al 4T oLn GuUite CiQuy i Wie 16 Ho ane besy

othed. he purpose of this indtial seccion is to bring beiovre you certain

hoy tssues tnal velaro to the managemeint of staff developuent

Centibuce Looae edrectiveness o a collepe soafy develepment progrem.

l e Tonal nanagesent of the stafr developrent prograwm way be thie
respoastbibity of a Stavy Development Comnitice, Iducatrion Services/Seaff
bevelopoent OGO icer, o desipnated stafy wember, or o conbinacion of Ly
ol those,

() ot s the seals develupinent progeam formally managed in

Yo collepe?

(D) Wnat do you scee aa the advantages/disadvancares of this
J L O
forw of waaazcinenc?

e di st orbnt son of resonrees, hoth financial and in terns of tiwe,
[ ot

it desclopuient may be depesdant upon the identification of

Podte albne stadr oand orpraacatiosa ] necds and the subscegquent establisi-

cid

Looad b i urities.,

o Loeognne callepe ontablished a procedure which identifios

wlt o T anpostant necds of both the staf!r and the

i

3u?2

O
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vrganization uhich restrict its overnll effectiveness?

It so, then please deseribe how this is done.

{b) Does your college construct a sct of steted priovities on wiich

to base the distribution of {funds? If so, then please describe

how this is done., If your college does not puntuss a4 ovet of
stated priovities, please describe how funds are allocsced.
1 Some collepges yequire participants in stafd development accivities to
complete a bricei cvaluation sheet, or present a repore, on theiy

recurn to the college.  Other colleges do not requirve @ © such NG o

{a) boes your colicge roguire staff meabers to complete any
foria of evaluatiocn repos after an acvtivity? it so,
please desceribe the precodure and indicate 1ts advantanes
or disadvantages. I not, please indicace wiy you

conlder such a procodure uniiccessary.,

El{gl,c 200
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(b) Would you please comment on vhether there is any procedure
for the exchenpe between staff mewbers of information

padned from attendance at stal? deve lopent activitic:.

o
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The 1978 S5tatf hovelopment Program in your Collepe

Please consider all the staf€ development activitics of the college that
have heen tisted by the Heads of Departuwents,  Also consider the benefits

resulting from these activities that they have indicated.

fnoyour estimacton, hew mach eifoct has the overval, -tasy developront

prozian had vpon the fotlowing possible outcomes aing the last yceoar?

| AN
Some possible outcomes of the Consider- lodeor-
stari bovelooneont Peoaron cvle ate Sligut Nil

increased considence of staff in o

dealing with studencs [ [ ]
Luproved teaching perfotmance of stafy L | [T} L] [_N_J
fncroduction of nodean teaciiing procedures ‘ L .
o the col fepe [V’_J L J [,J [_._.J

Chainges of thie contont of coursses taudht

Ll yesponse o wodesn business and ) .
industry practices L] [] [} I

Bevelopment of a team work approach to

foacning the poals of the departuent

or Colluge L_J [ __] E__J L_____j
Pacreased awarcncss of the future noeds ,
Of dndustry and comneice L] (] ] [
fhcweased staft mnowledge of concepis

s el PP TP RPN [ A R

and skills related to thein teacning L_._] [,_,J [ ] I __J
Increased job satisfact on amonpse staff ] (7] (7] [ ]
Greater waderstanding of the total work

v the collepe { ] ] 'J L___J
tncreased adaprabilicy of staff nenbors

co tature orgoaizational chanpes (] L] (] ]
Proeparation of steld menbers for future i . L
posttions of respuasibility L J L__J L__] [_J
Phoreased commltment of siafs 1o the

cdauniaiwonal poals of the departuent or L L A
NORICH N [ ]
preved consnltative contribution of

iad o oursrde orpanizacions [ 7] (] [] (]

coocochamge ol intforuation
Gt s er e, bisiween TAFE col feges [ J [ ] [ J l J

N e B S
B e TR e BN St B
2o 3U5




In your estimation, what further benefits do your think will be realized

trom the program during next year?

1l Constdering the activivies of tite last year, which of the activities
have proved the most beneficial to
(a)  the individual stafy mcmi)cr, aind
(b the organtzation as a whole,

3us
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PART ¢

Staft Develepment in the Fortheoming Year

1 Hhere are mamy possible outcomes of an overall stafl developrient
progran, and a number of these have been listed in the exeprcrse which
acvanpanie s this Jdocament. OGver the nest year vhat outeomes of ihe
progdrai o ovou feel vould bhe ol wmost value 1o vhe cidfective functioning

of the college and 1ts stad(?

it In order to achieve these outcones 1t may be rocessary to divecy stadh
development activities towards particular stas. and ovpanizational
needs,

Lo this soction you are roquested to indicate the curreii necas

oV your college wiing the catepories provided.,  Please indicace way
spocial groups o stall to whoi these needs are purticularly velevend

© tull-tinz, part-tine, non-teaciing, type of department, cte.

v
AT

i Tochinical oo Soocialist Sxills - including kaowledge oi basic

citd advancod techniaunes and subject matter.

- nelulding

cohne P

condoctiog aud plinning instiuciion, evatuation procedure,
cuces el duvelopent,

ERIC 204

Aruitoxt provided by Eic:

i g ey .
L Pt Baiacaioh Pty o e, s 0 - . - . -



30 Management _and Administrative Skills - including knowledge of TAFE
adminivtration, leadership, procedures of staff management

financial managenent, college administration.

~

4 Pervonal Developwent - including undersvanding of a broad vange of

cducational issues, inter personal skills.

5
tncluding specification and evaluation of goals, job satisfuction
of svaff, integration of collcge curricuium.
[t Please consider now thoso outcomes that you have irdicated would be of

most benetit and also the staf{ and organizational nceds thot have been
pdentified dhove.  This scection is concerned with assisting you plan
thote activities that are most ‘ikely to alleviate college needs and
prodice the desired outeomes.  Firstly, would you consider what are

the wajor Yactors that constrain the staff development pProgoam, and
then coraent apon the potential value of a number of staff developdent

ctratepres as far o your needs are concerned.

3uS
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Colleges have sugpested mimy system-wide foctors that limit the effective-

ness of the staff development progran.
below. Please indicate the extent to w

testvicts the effectiveness of staff dov

The ceontral approval of funds from TAFE

for intewstate travel

The prescut policy of allocating central
and coliege funds for staff development

Provisions Yor staff replacement whilc
attending short courses, seminars, cte.

Provisions for staff veplacement vhile
participating in longer teorimn activitios
c.g. industrial leave

The amount of support offered by TARE
Services and TAFE Staff lLevalopment

Regulations that limit participation in
certain activities such as industrial
Teave

Tiie amount of funding available for
mounting a college-hased progranm

Distance required to travel to stair
development activities

The present form of initial teacher
preparation

The amount and type of industry and
commerce in close proximity to the

colleye which can provide practical
cipericence and consultation

The aboence of a permanent Scaior

Bdisational Services/Staff bevelopment

GEticer in the collepge structure

Antnereasing tendency towards the

public accountubility of the staff

development program

The ranpe of centrally initiated staff
L

developument activities

Aftendanse ar syaff development

avtivities not being used as a basia

Carp frimot Lon

Pebeatanie of teachers to break their
auntinuity of teaching o program

frieg

200

A+ “lection of these is presented

hic! you consider cach factor

¢ 2utoin your collegpe.

Consider-

able

Fxrtent of E

Ticet

ate

Moder-

Slignt

Nil

3U39
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Below arve samples of strategies which may

program.  How much potential value do you

the outcomes you have mentioned?

Urganizational development strateg)
tnvoiving an external censultant

Short tevn visits to industry
observing the use of wodern cquipment
and the current work caviromnent

Whole term redease to have working
experience in industry

Short courses in administeation and
teaching methodology

Conferences for specialist areas
organized by people outside the
college

Visits to other colleges to examine
teaching practices, administrative
procedures and curricula

Worgsiops, demonstrations and training
programs organized by industry and
coiieree

Resideatial programs fov senior stafy
focussing on management and
adainistration

Consultaney, utilizing the resources
i TAFE, cducacional institutions and
indusery

Mectings of colleagues with common
"speelalist! interests, (e.2. subject
astociation meetings) cither in the
colicge or outside the college

T presence of a perwanent svaf'f
development officer in the college

297

characterize the staff development

think cach would have in achicving

Potential Value

Modey-
ate Slight Nil

Consider-
anle

] L3 = O
L] A AU
L] I NS N
(] L]
] 1 I B B

(]

i
]
i
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3 ¥hat other type of program do you feel would be ¢f benefio?

Please also indicate any assistance you mivht require from menbers
I

of TAFE Services, industry, commerce ote,

0

in the iaplenentation

of voeur collepe statf’t dovelopment progiean,

4 o you wish to make any further comments

staft development prograin?

on the operations oif the

Provids 7o tar your sissistance.

ot e el O ey

Cradan oo for Bducational Rcﬁ(‘;lr‘3‘h
v

O
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HOW HIGH A PRIORTTY DOIS YOUR COLLEGE PLACE UPON
THE POSSIBLE BENEELTS OF 'LIE STAFF BEVELOPHENT PROGRAM?

Donerioe thar ave dovived fvom a stafr developaent prosavi w1 lace
srrsaseloto the evdectivonens of the individual sonSF mowbes in his oo ey

Jobyoand ther To e overatl eifoctiveness of the orranizavicn in :oaching

1ta goals. Alresnacively, the benefits may Le more (i vectly velnted (o the
o J p

organlzacior 1tseld, viconor it be he college o the Desartmont of Urrihor
O P H M . . oy e I . T S
satieationt ampeoved job perdovmance on the pare of the tndividun! oioil

pozber would then be expected to follow,

Below are threa lists of possible beneiits derivabic Yo aoniard
developreat progean, the fiese list of beneltts ave those that are dizvctly
codated o ovhe individual sraff sewmber;  the second are those related to the
overall functioning of vhe college;  and finally che thivd list are posnible

oenelfits ¢hat concern the whole TAE system.  low hieh a Arlorits

place on ecack of ¢

B e e e, A g oot

be

To hedp answer this question you are asied to place complete the follewine
cxercise, which is desianed to indicate those benefits which you believe are
0 higher priority at the present time, and those you believe are of jower
priority.  Yor are alao viven thoe oppurtunity to include bencfits that YOou
feel arve of imporiance and uhi.-ii";"h‘;wo ot been included.

Lise f: Denefit: ae stall develovmeant progran For individual siosf

fap bead through the lise of possibie benefits to individual staff members

il 1ty renolt fros o stalf developinent program.

() Consider tre question: dlow high a priority do vou place on cacit of

these bene

are

concorned?

Stev Lo Rank ovder ecach of the benefits from Il to #. To do this place

A ban the columa aariced PRIORITY against that benefit which you consider
Po be ol HIGHEST oriority. Place a4 2 in the PRIORITY (olunn against

Pid bene it which you consider to be next in priority. Continug through
P it vt b you have placed an 8 dgatnst that benetit which is of
LRl priarity,

O o hawe sbded gy benefi vn that you value hiphly vhich were not orjpi -

Phoorne el ther von are to include these in the ramking procedure.,

o 312
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Step oo This step invelves scitling the priorities indicated in Step 1.

Tats iw o to be done in th- tallowing way;:

() Condider that benefit you have said is of Jeast piiority.  Runinst

—

Gt bene it you will scale the beinetit whideh you have indicared

D08 B et prioeity. Huw Ly Tl Roie lunorand e ihis
Dol than thar wiien vou bove sald i oF leags Peiorily,  fAonslien
~ly sy st e sty e LI IR T LR T A T T R B P N
SHAL DORCTIC O nunhoy Wlren rericots nal walioe, nnd indionte il o

I Ihe colimma mared Voilghtin..

Lrr) o doRslars wiaen the benefic wiich is of noxt hishoens priceivy. o

HANY TLL0S Lore haporiane 1s this benefic vhun the one

preceding 1?7 Assign 1o a mumbos that veflects this tuio

WETGHTTNG colwan, and apaiiust the relevant beweivic,

{tii} Continue on Uy e iune, in ascending ovder oF fupovicace, neiin

aoney judgoeas Tor cach bonedic selucive o Lhat benciit eaeuianely

preceding ic in importance.

it i1

O the staff
OCLLLag fon

JRCNT_ DO Yol the colleno s

Procood in a wanner wini Liv o that with Lioe i,

Db JHDr Bosediios of U Sy

Croniaa Yo the TATS ovaven

Procoed oo manner similar (o thae with Listo 1.

sally: Pilease indicate those fiyo s of the seads developimont

.- o e N . ety L S L H Noa e m eyl P oot PN ey ey yay e el Y PR Fa -
P il g el you Tl ave o Niges e priovicy ol e Prosoine vlie an {o.

deosetie collope and Laai o gee conecand.,

S00 31‘ 3
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How high a priority do you place on cucli of these possible henefits of 1he
stalt development progan as far as your collepge staff are concerned?

Possible benofits for vhe individual

NTAaLL MM

LoAaanereasaed coadtdence in dealiag with
Doth stwdonss aad ceachors.
2N vecogaition by colleauees in ooy
(24 .
cullegoes of a s3ailf mewbor’s conirivuc. v

to tevimical and fYurcher education.

a0 A undewstanding of the current nucure of
Ciptoyment in iadustey and couaorce.

booAa rnproveent in individeal pevfosmance
Paothose arees walceh are pact of nosaal
teacining

oK, ULy, S, typling.

5 Better utilization of leisure-tiyn»
activities as a result of a richer develop-
me wo0F SRS and knowledge not dyrecr ty
related vo current work.

CO0 The provision of a fiva foundation of

relevant Kinowledge CORLCTRING career oo~
tenitics on whlch Lo base tuture decisions.

3

Preparation for the vesponsibilities of
future positions in the organization a
seadt nerbor might assume on promotion.

8 favrveassd adeprability of the scafi member
to i organization found In a socicly under-

foirg rapid vechnological chianpe.,

Hithor:

o 314
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P How Wagh a priority do yon place on cach of these possible benetits ot rhe
stalt developient progran as Gar us vour collepe is concorne!?

Possible benetits to the collepo as un Step | HStep 2
argani satton Priovity Werphting
I A roastering of professional contact hetuecn

teaching and non-teaching staff, - -
< The development of a co-operative approach,

invelving all levels of the staff, in roach-

ing the goals of the collejpe. - SRR
S A stronger commltment by all staff, boun

teaching and non-teaching, to the cduca-

tronal poals of tie collepe. ) - -
4 The development of a work environment where

seaff are satisfied with their job. - -
5 A uore accurate prediction of possible

vinure needs of the comrunity whicn vhe

coullepe serves, - -
O Ao increased understanding by ull svaff

of tne total work of the colleae. o -
7 A uider introduction of nodern teacning

technigues across the colloge. - -
8 The development of new coliceoe curcicula

i response to modern business and iadus-

trial practices. ———— ~——--
Yo More offective urilivation of Hibrary and ;

sudio visual resources in the college by

soth stats and stadenis., -- - -
B9 An daureased edviviency of both

secretarial and oifice service... - ———
Mo More effective wie of vocatjonal and

poreonal o cotael Ting services oivey 2d

he tive ol oo [ e e
R G FEENN

sp 313
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PEL dlow hgh a priovity da you place on caeh ot these possible benefits of
the statf development progam as far as the TAEE sysitem 1s concerned?

Step 1 Seep 2

T TN P e VOTPARE cv et oo . , . .
Poisible bonetits to the TAFE systen Priority Weigheing

I Cleaser percoption by TAFE authositics
of the concems and Views about policy
held by staff meubers. ; -—-- -

2 Provision of a rescarch basis for the
development or policy by TAFE auchoritics
(c.g. through reports of interscace and
OVerseas trips), -—-- -

o Tostering the cxchange of tnioramncion |
ahout coursces bLetweon TAFE colleyes
throughout Australia and therehy
fucilitaving the balanced developiene
of the TAFE sysica. m——- ——--

4 dwproved consultarive contribution of
TAFE staly o outside organizations,
Sope business and povernment bodies. ———— -

o Paising the ceredibiisi. 0 0 05 ou
compoient af post secondary cduciation.

O mproving the contribuiion of TAFS

authorities to courses of teacher
preparation.

Other

- 3186

303
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APPENDLEX &

Fart-tine Teachoers Bvaluation Report

Pavo A Factors that Aivect Attendance at Staff bevelopment Activivics.

Pare B: An LEvaluation of Staff Uevelopment heeds,

Included in thiz Appondix are:
(i) initial letter to part-time teucher;
(i1) first follow-up letter;

(1ii)} sccond and final follow-up lcrter.

-.ﬂrt E’lﬁ?

o
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The Australion Council for Ecducotional Hosoarch Limitod

[ B YA N .
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Codnbnamaa, b Ut D o by b e 1- v Uobian sworas Maltiour an

beitacates Db sar ot MW R | al)

Cwrte, 1
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, ,Q\ PO Edox 10 Howwt noen
)

Uur red AF G681 a0

The Australian Council for |lucationai Rescarch, with the co-operation of

the College at which you wi.l be a part-time lecturer during 1979, is
studying difterent methods for the evaluation of the Staff Development
Program organized by the Technical Schools Division., Since staff development
(or in-service) activities are desipgned to assist both tull-time and part-

-

Crae voblepge staff, we are sceking your help in our study.

It as particularly important for us to obtain some cstimation of the
relevance of the staff development program to the requirements of part-time
tecturers, and che difficultices experienced by part-time lecturers in
attending staff development activitvies,  OF course information supplicd by
you will be treated as strictly confidential, and only overall results will
be made avairlable to those of your College and Departuent in charge of stuaff
developrient

~ubd you please complete the attached report, place it in the cnclosed
swelope, and return it to me hy

Thani you tor your assiustance,
Yours sincerely,

&, Ko, & vecdlo

Adrian bordiom
Senror Pevcareh Ofticer

- 318
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Our retl AME CUS 1.4

A short time ago I wrote €0 You about our rescarch study of the Staff
sevelopaent Programs operaced by your College and the Technical Schools
Division. With that Ietter 1 enclosed a qQuestionnaire for you to compicte,
and a stamped addressed cnvelope for you to reply.,

So far we hrve received replies from a number of thosce to whom we sent
questionnaies, but it is Impostant to the success of the study to have a
nearly compicte see of replices,

However we have still not received a reply from you. We vould therefore
appreciate your completing und posting the questionsaire as soon as

bossible. If you have misplaced it could you let me know so that I may send
another? ’

Yours sincerely,
. ”~ )
Qo’i Pl c:m;v«/:;\_v

Adrian Fordhen
Senior Rescarch Gfficer

319
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Tha Australian Council for Educational Fosoorech imitod
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Recently 1 wrote to you about our rescarch study of the Staff Development
Program operated by the Technical Schools Division. In that letter |
explained that these programs were desipned to assist both full-time and
part-time staff in their tcaching. In particular I mentioned that we vere
trying to assess the relevance of stuff development (in-service) activities
to part-time tcaching stafr.

Altihough we have received o larpge number of replies to the survey, it is
important for all stafy who huave been surveyed to reply.  This will cnable
a4 nore uscful policy for staff development programs to be mmplemented, and
une that reflects the views ot all teaching staff,

Az we have still not reccived a reply from you we thought you may have
misplaced the original questionnaire. We have thercfore enclosed a
replacement with this letter. Could you complete the questionnaire and
post It to us as soon as possible?

[f you do not fecel that staff development activities are relevant to

your particular teaching job, then could you recturn the questionnaire to us
Witn o note to that offect; also if you do not wish to complete the
questionnaire could you return it unanswered. Finally, if you arc not now

a4 part-time tcacher ut . could you still rceturn a
short note stating this. In this wiy our rccords will be complete. I

would like to ussure you that information given on the cnclosed questionnaire
1w ostrictly confidential to mysclf, and that the questionnaire is numbered
only for mailing purposes.

Once apatn [ stress that it is important to the success of the study to have
i ncarly complete set of replies.

Thank you for your unsistance.
{foar . sincerely,

p&(/‘«-a-, E}.')/A,C«/.;r{;,\__“

dyaan Fordhag
o MHescareh iifreor
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v Do votea s ogqnbee tneche s devetopiene s Bope b by, che ton,
Lodao b v thos e deom teachers awd dleads of Depantwent s wi L provide g
waetul basis on wivich to plan o collepge staty developaent propraa, i
Survey ankno tour things.

Frest b, you aee ashed Go inareaie winit are the arcas on wauage -
pentoand adnioisccation thal ace taposaene voe you 1o o elfecrve

in your jov.

Secoidly,ovou are asked to indicate which of these mportant
arcas of panagement and administration vou feel require {uriher

develtopment,

dnirdly, you are presented with a nunber ol areas thas relace
to the Tunctioning of a collepge,  Apain, you are asked to
comaend upon the mmportaince of cach to the effeceive running of
the college, and to suggest those that may require further

development in your college,

Finally, you are asked vhat staif developumene acyivities, cither
formal or less Cormal, you have attended over the last

tuolve months and to comnent upon wihat benefits may have been

derived from attendance at those activitics.

Thank vou for your assistance,

Aeran vordnas
,

Aarvatean tomnci b dor bducational Research
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PART C

WHAT ARE THE DXPORTANT NEEOS O THE PARTTIRE TEACHERS WITHIN YOUR COLLEGE THAT REQUIRE FIRTSER CEvELCP:
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PART D VAT ARE THE IVPORTANT AREAS IN THE RURNING OF TOL DIPARIVEATS I YOIR COLLCEE Tuar REOUIR[‘ FRTHER [EVELONEAT?
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PARTE

WIAT ARE THC LUPORTANT AREAS IN THE RUAATAG OF YOUR COLLECE THAT REQUIRE FLAIICR SEVELCRYCLT?
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APPENDIX 8

Part A Factors that Afrect Attendance atv Staff Developrent Activities,
Part H: the Lvalvation of the Staff Development Needs of Staff

Peveloonmeat Officers.

Lcluded i this Appendix is the inidvial lester vo the Stari Development
Orticer (neither follow-up letters are included - these were similar to

tirone used for the trial ol the Part-time Teachers Lvaluation Repore).

343



The Austrolian Council for Educational Research Limitad

[ S IV NI L PO Box 210 Heawthorn
i b hlayig RN S ROl A, L maitmiitd a -]‘x Victorin Auatenhn 1,02
1)
[}

BN abnta 1At Fa e iy e B oae e ) v ) . i
Firratayg o PR O L e VIRV ARV R ACE (Ve i an ey \ . ('\' ‘|‘|'|,“ IXIHI [.LJ.-JM“':’ 1 ‘/,1
Laoov an oy B Conged Dhy Laa donad ) At Vo ablen Acnron Mulbaurena

PV e DY b ot RYACRAL G B0

[ I AR AR TR |
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Surorer AN RED 1L

The Auwstrallan Councell for Educational Rescarch, wlth the co-
operat.on of the Victorlan Svaf't Development Standing Committec,
b sowdylng dif'fferent methods for the evaluation of the Staffl
Devedopment Progqram orpantaed by the Technical Schools Divisicn.

Po partlcecularly Lmportant for us to obtain come estimatlon
the zelevance o the ooy development propgram to the
reqpalrenents of cottegsc s, and the diftficultices experienced
Ly o staty o oavoo odlia o ovary devedopment actlvities, . Ve are
Seedtlongt your cosln aee ia thlo rogard, Flrestly, we are asking
Vol to Drdbeate Lo Diee s unat omost restrlet staff attendence
ato oratt deve e oty itles, Decondly, we are asking you
Lo wosment b youe wdn peeds I the effecetlve carrying out of
gdour oduties ooz coducanlon services off'leer. 0Of course
Intformat tor suppiied by you Wwill be treated as strictly
ronident oty snd oondy overall results will be made avallable
e bhecue Gf bhe Leproeetnoont I ehargee of staf't development.

.
af

veald you ploase eoagleto the attached report, place it in
e e saned cpvelope, and return Lt to ome by

catth et Poroyone aonolntance.,

" A)" r' J_",
; HERHETHTIN
Pocni el e

Q b 234 1
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STAFE DEVELOPMENT PROTECT

Report from Education Services Officers
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APPENDEX D

the Chieehbist: Detining a Collepe Development Propram
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AMESTRALTAN COUNCTL FOR EDUENTTONAL RESEARCH

The Evaluation of a Collepe
Development Propram utilizing
Lxternal Consultants and a

Training or Intervention Perviod

CHECREEST TRIAL FORM 2

i oot v Adrran tordoo
s bormaent Sty
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PHASE L AREIROACIL AND_ COMMETMENE

()

()

{G)

the principal and sonior staf'f wero
coimnt b eed co Lhe progeam, and sobsequent
vautvoues ot the program

theve was a comnitment in towws of
resources (¢.g. tiwe, woney) to boith the
program and follow-up

the staff actively participated in the
decision to becowe involved in the
Progran

the tarpet group were all the stai'f of the
college

the collepe staff initiated the contact
with the consulrant

the staff were given the opportunity o
define the boundarics of the propgram

tnform:cion concerning o1 anisational
developrmane types of activit, s were
dinentnazed beforce commitment

the pros Les of organizational development
vere understood by statr

the consultant anformally interacted with
stati hefore the svaff cxpressed commitment

Sy ol D nutky

~ 350

COMMEN TS



O

ERIC

Aruitoxt provided by Eic:

P

L)

{0)

DALA GATHERING

During the collection of data the
consultanes hopt a low' protile

data colloeccion, v, questlomnaires und
mreeviews, wore seen as related to initial
broad aims of the program

datiy was collected from all scaff

data collection was not scen as thrcatening
to the stai't

the data collected was seen as relevant
te the college peocesses

ihe data collected was suftficiently
comprebensive tor the needs of the
college
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b

S0

COMMENTS



O

ERIC

Aruitoxt provided by Eic:

(NTA

(b

h

(o)

{G)

¥ FEVDIACK. OF PRELIMINARY  TNFORMATTON

the quontionn irve material was used by the
statt for dapgnostic purposes

intormation fod back to stal'd was in an
Casy o andeestand o

all staff wero involved in tho ldenti-
cation of the arcas in need of iuprovement

goals were set by the staflf for the
subsequent phase

a 'climate’ was established for the
appropsiatencss of an orpunizational
development activity

a feontract!' botween the collepe staff
and the consultants was decided upon

ARUITIONAL NOTES:
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VHASE THIL TRATNING PROGRAN

()

()

()

(6)

(7)

(8)

(1)

(10}

the wecivitlos usud wore sSeon to bo
1elated to the poals set for the progran

thevo was o discewsislon ol the processes
that woro davolvod in cach activity

thore was discussion of applications of
tho activity to the school/organization/
collepe

supportivo aspects ot the college
structure were not ignored

a large number of staif pavticipated on
nost occasions

within school facilitators for future
action were identiticd and trained

activitics were designed so that the
staff become lews devondent upon the
consultant during the progrun

specific Tarcas of concern' of the
collepe vere identified

action plans to alleviate these rarcas
of concem' were cestablished

consultant cmphasized underlying processes
rather than specific contunt related to
the collepe

soadaation of the eficat tveness of the
getivivics wvas undertaken throughout
the -« ropraa

IR A TS BT D R T
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PHA N FVALUAYTON AND CONTINUING
DEVELOPMEN Y

(1 favebitators vore active in tho cotlepe
Sbion

() action plaas pencerated from the propran
weve dniptemented and monitored

{.3) contt g evaluacion and 1eedback to
start occuarred
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ACTIENLEAN COLCE), 10R FDUCNTEONAL 1RESEARCYH

{tar ‘ Col oo oy Heve tapme Commi e

St Pove Lopuene Convovemes g 1 e

Fovpeam Fualiat ion {

Lo evaloatton wheot Yo e anhed to Comm, npon boih your prior
vapevtartons o or the conterence and POUL et toirs Lo the v tual contbe ren ey
the o pacpose of this sheei s CO i oie Lot 1 panding iloe
Poogran Lese by, rarher Uhan nyoriiacional chidnpes Vinn oo i a0 aenal
veuhis voaferonee. 1 o apected vhat sueh g cvalund ton vonld e Wi
Den b g Lader date,

A Prpevrations of the Congoeeneos
! Bedore atieading che conrerened, whiat did ovon nee a5 e adm?
e e e e e, -
. e e

. Betove atteadimy the conteronce did Jou feel thoe such & confercinee wis
Heenarst o (Mease ndrcase by tieking the dppropriate box.)

O some e No value .-,
value | J at o1l o

Absolurely
coanential | )
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R How satisfactory was the advanced information supplicd by the orpanizer,
norepand to:

L) tho purposes of the conference ....... Good ' {

Adequate [*_—}

7

Poor r”“

b J

{ti) the orpunirvational aspects of the N
conference ..., .., Good [ ]

Adequuate [T '

Poor [:;l
4

4 To what cextent were you consulted about
- . . p—
the purpose and need for the confercnce .. .. Greatly l
" N -
f-ludt_‘l.l).(.ly |( |
) =1
Not at all | |
5 Any further comstnts relating to tie "lead-up! to the coniercnce.
P st Ghigectives ol the Confercnes
"~ Bt et L0 the conderence progran, it was oxpececed that participants
et e veldoped particolar skills and knowledge concerned with
Vol ks catten, adnlt Tearning aond problen solving.  In tho
folnenn sl von e aslbed to o indieate the clarity of presentation
bt o oy of cach objective and chen the extent Lo which in
i ol abiecttve was achkioved,
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Objective of Conference
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Hew relevant s this
Cjsetive to cﬂ
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anlbaly Mndapnbnly  C1abaly .
Copletely oarately Sl gt

ok
B

.
1)
nil

\ Leadershig

By the end of the conference
participants should be able to:
(1) Ideatify major aspects of
leadership

(1i) evaluate leadership in tens
of effective and ineffective
styles

(111) exanine relevance of those
styles to cnes v departnent

B Communication

By the end of the ccnference
runzugxnss uld t2 eble to

mdarst

uvk

indicate an anding of
commication processes by opplying
& cozmmication mode! to thezselves

C Adult Leaming

—————————

By the end of the conference
narticipants shauld be able to:

1dent.fy ways in wvhich adults
learn, and the conditions which
promote effective leaming

o Prablen Solvigg

confbrnn

By the end of the
saould bo a

participants s

—
| Q4
-3
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Indicate the relative tmportance you pluce on cach of the aspects of
the conterence listed above }n‘r_‘ﬂ;k:ux‘d to your own needs. Do thisg

by ranking the objectives from 1 (HO5T Importunt)m't‘”oﬁi (Lease huportaent ),

Leadership e
Communication cee
Adult Learning e
Problem Solving cee

3 What other benefica (or perhaps losses) do you feel have yesulred from
the conference?

A A R .--.o.o....-...o....-q--o.o......o.......o...--.-.
L N T S, L ....-.....-....-..-.--.--.............-
LI IS ...................................-...................... LRI
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9 A List of problem arcas within the orpgonization was identified at the

conclirion of tho conterence.

b I EVIVI

cach ot these problem areas?

A selected nunbor of these ore presented
ONCO 1 V) Vvt .

Fo what extent do you think the conference wxll'huhp nv()‘gma

Please circle the sppropriate response

.

—

PEeLled areas Ldontiiied

[y i, Y o~
U o cunferenza

o whot extent do you tadnk the confer-
enca Wbl help overcora this problem?

not ot

greatly rodoratoly sligitly il

Furtlior Comaunt

There neads to be
sl vationalization
vt rooas between
dopartiant s

Phe pelicy and pouals
of the ~ollepo
vedqitice rpecification

Job profiles for
jenior stal’ recuire
Slaretication

the cole and
vlsanization of
cdacational services

L3 not clear

he Caita (rnerable
15 not cu-ordinaced
iLth the day-tu-day

Stiwetabla

il of Departuents
Ly ot appear to hnove
drective control
wer their stai'f

it ttees Jdo not
oot rahar o repores
Yo

FOmseringg s e,

—
to
v

‘"
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0 bhat other probilems do Yo think the conjerence may help wolve?

11 Below is o list of typical reactions by participants imnediately afeer
programs such as this contercence.  Indicate whether they represent
your reactions to this conferonce by circling the appropriste respousc.

Strongly Strongly
Agree Agree ? Disagree  Disagree

I The 'games! cxamples
were rood 1 2 3 4 5

< The consultant was

tou visible 1 2 3 1 5
3 Presented a non-
thveatening atmospho e 1 2 3 4 5

It was too artificial 1 2 3 4 5

v

A pood interastion
botween statf'd and
adininistration 1

e
57
[ O]

O e got to know cach
other 1 2 3 4 5

7 There was not enough
time to follow-. on
exercises relevant

to us 1 2 3 4 5
# There was plenty of

ashintance in solving

problens that were

arred 1 2 5 4 5
bobvervhody nad

Oppurtingty to he

b 1 2 4 1 5
ool o e monede 1 J 3 4 5

o : 340
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Stoonoely Steonply

Ao Aprree B Divapree  Disopree
1 i i N

11 the group owere

st iRidatiag to rae

fous Vol 1 2 ) ) 5
Lo shere wore dutn of

cew Ddeas being

convansed i 2 5 i 5
LS fhe tanchos were

tuo claborate 1 2 3 4 s
Ly There was a false

Sense of achievenent 1 o 5 B 5
IH e bee e aware of

contlicts that we

would not noimaldly

have known aboutl i R A 1 )
1o We wwore oiten

vreated Tike svhool

cii bdren | A 3 - H
7 there was o breal -

doviny ot soaly

cligues { 2 3 1 5
A be palned Jurs oy

Shible to nelp

Sodve problens 1 ! o 4 it
PO The facilitiens

waar e cane b lent ! 2 3 B 5
b Coabdntt e the

potnt of nany of

the sessions | K N iy [
S dodn't et to the

P vral Lo

voonr vl by 1 J 3 3 [
b verwhody aid

“iaut they o ! . 3 ! 5

'::bll' ]'lfl"l'. Ot

Ao banng caesald b

IR TR NUY AR AP N ] . ) B [

~ 3

.
o
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Bhat were the

what were the

stronger featurves

3

of

uf

b4

the conterence?
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APPENDIX 11

The Eyﬁlquiuq of Ccntrully-Fungod Activitios

Pare 1; Pcrceptions of the participants concerning the ceffectiveness
of activitics centrally-funded,
Part 11: Perceptions of the orgunizers concerning the possible ctfectivencess

of centrally-funded activitics.

Included in thisg Appendix are initjal letters to both participants and
organizers (neither follow-up letters aro included for participants - these
Were similar to those used in the trial of the Part-time Tcachers Lvaluation,

No follow-up letters Were required in the case of program organizeys) .

-~ 365
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©assist or restrict the application of ideas and skills gained from these

L T

ExECUTIVE

.

Lo PO Slox 210 Hiwthory
S AFUWYNOrNAMED gl F ATC (Praocent) Ve Victoru Aastenha 3319022
{’:H;/Vol"l!l:;f)l\!)(’r;-’l\(:ﬂ(Vu:. Prenasnt) [t "] Tolophano (O5) 318) 10071
Fofosaoe B Saiby Save hna an ACE (Vica Irandant) Voo Soleres SO 301y Y
Eoav b huneiay BIGC LinT Dipt o PG MACE N/ Covlos Acorag Maolhaur

Fareatyusaoe Lipoacre e NA ME Y B

[SULRIESE Fa T3]
SR BOevO S 0 D g AE O Qe bACE

Our sret AF DS 1.4\

The Australian Council for Educational Research, with the co-operation of
the Technical Schools Division, is studying different methods for

the cvaluation of staff development activities. Since you have attended
once of these activities over the last twelve months or so, we are sceking
your help in our study.

It is particularly important for us to examine methods of estimating the
cffectiveness of thesc! activities from attendees; also it is important to
gain an indication of those factors, in the college situation, which
activities. OF course information supplicd by you will be treated as
strictly confidential and only overall results will be made available to
those of your Departmept in charge of staff development .

Could you plcase complete the attached report, place it in the enclosed
envelope, and return it to me by

Yours sincerely,

Adrian Fordham
senior Rescarch Officor

Enc.

394
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STAFF DEVELOPMENT PROJECT

Staff developront octivity attended by you:

Changes in both individyal and college effectiveness con be brought ubout by eany factor

Ve

cuch a3 increa: -

staffing, revllocation of physical resources, cte. Consider now only the cfiects of this sctivity,

(1) Hou pueh civect has tiie adove stoff develonzeat activity lind voon the folloving rossipie CULeens
i 1] le '

i
comant wsilvitios? Giote:r tiie nn rol be elrectly relevent 1o tie BUVIVINY 4o
7 7 AR RE

Eiiect
Scre possible outeenes of siafi ceveleasent eotivities Consicorsble Fsderate

Ircreased yeur confideace in dealing vith stucents

i
L

L]

Inproved your tcocting performance

U0

Introduction of new teaching procedures into your
lessons or those of your colleagues

[

Changes in the content of coursas taught in vesponze
to cocern business and industry pructices

Development of 3 team vork approach to reaching the
goals of the departrent or colleye,

L]

ucreased your auarceness of the future needs of
Indeetry and commerce

[]

Increased mngatooge of cancepts unt shille reluted
te your tesciing

Increased your tatiofoction in teaching

U0
i
N

Gave you o greater understonding of the totel work
of the college

[]

Incressed your ¢doptability to future organizational

chenges

RN

brepared you for future positions of responsibility

Inereased your conmiiment to ihe cducational yoals
of 1he copartrent o college.

]

frjreact your consultative contribution to outside

Crgenlzgion,

000000 ooao

c e et of Inforeation shsut CourLs,
oy tetaen colloges of further educotion

—

] [
Girer: ' [:::] [::]

Sl e eifent

Ca yuu expuct U above otoff gavelepnent activity to have over the next tunlve

!

Signt  0il
L[

-

-
L

[

L]
L]

]
i

L
i

]
L

T
L
B
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Apprdacutave v L wignst gyl ain! MUt ASDUp

There are miny reasons why foedas expressed and skills developed in staff development wetivities cannat pe
applid o the ongoing activitics of the classroom and workshop situations. There ure other factore which
fucilitate their introduction.

(1) To what extent did the following fuctors restrict (he application of duens und skills you cainud
fren tnds statf develonnent Jctivity?

Effect
Considerable Foderate Slieht liil

Voo Insufiicient materlels or limitotions of
colicge buildings

2 General staff indifference to the Introduction
of new ideas

3 Insufficient tipe to carefully plan for the
ieplementation of innovations te curriculy

b Inflexibility of time—tadbling fuctors

> Mot dircctly relevant to current curriculy

o

L-2n of support from the college »aministrarion

( Ofners

uboo o0 QO
] 0
0 0000 oo

]

T3 wiisb catent 5ig fua follguing f.ctors L5
fran valy starg soeelopnont wticir o

/-
-
e
~

St U mpplication of ide., ane o ills quined

Lifect

Conside[iglg Hou«rqig Stieht hil
]
LI [

|

i Fledibility of college adeinlstratine fuctors

i

S heuictince frem tng staff of TML who Possess
FEFTCGTr vapertine In the ares

heeessiviiity o, welianility of resoeurces,
wcluting wooreeri e tulludng, ond moterials

[
[]

0 0
U O

Co—cpuration ung assistonce fror fellow ponbors

of Ui college

oointiro oy o LHPOrL by businens, ingustry

Ant Lt ramity groun

Earlienl o ol e peraGnn | wie coul with staff
it e, ciunation] services/staff
neent off e

T o ————— e

U0 0o000omn

]
i
]
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The Australian Council for Educational Ressarch Limited

CXECUTIVE . ~ U 0 Blox 210 Hnthqq;
£ A Roynaor MAMED EaDFACE (Presdent) /7v.~57 Victorrn [\uqtr'nhu J1'.
A HWODEtS~ DA DEG FACE (vica-Prosont] (K .3) Torpnona (O3) 8101571
Profoaoor R Uoloy Bmith MAAMEACE (Vice-Hreadant) L “/ Coblos Acoros Molbourna
G AFiomaoy BSs O T OREDI PrD MACE v

Profeagsor D Gpaormtt MA MEO EaD

ORECTOR

S K Koovad UGc DipfdPnd fuor FACE

car ref AF DS 1.4A

The Australian Council for Educational Rescarch, with the co-operation of
the Technical Schools Division, is studying different methods for the
cvaluation of staff development activities. Sinco you have organized
onc of these activities over the last twelve months or so, we are sceking
your help in our study.
It is particularly important for us to examine methods of cetimating the
ctffectivencss of these activities. One way is to ask the organizers of
the activities what they thought the most likely outcomes would be. It
in this regard we are seeking your assistance, and are asking you to
complete the accompanying report. If you have organized two or more
activities then the appropriate number of report forms have been included,
Of coursce information supplied by vou will be treated as strictly
confidential and only overall results will be made available to those of
vour Department in charge of staff deve lopment .

19

Could you vlcase complete the attached report, place it in the enzlosced
envelope, and return it to me by

Yours sincerely,

GZVthkd Fovoldo |
P
Adrias Fordham

Sende o Rescarch 0fficer

b,
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STAFF DEVELOPMENT PROJECT

Staff develovment activity orpanized by vou:

e e e v e sttt

There are nany possible outcomes from u stoff developmant sctivity. Some will relste to the individual steff member
and viters will relate to the overall cffectiveness of tie college. Suwe will e intended by the organizers of {he
colivity, other outcomes will ve uninteaded but still be quite irportant.

How much eifect o YOU think the above staff develupnent activity had vpon tha rajorily of participents? 1 have listed
a number of possible outcumes relevant to o variely of ectivities and there is ihe opportunity for yeu to further
. Specify other ontcones 1hat ray have been morc relevont to the activity you organized,

tifect on mejority of participenty

—
—

Some pussible outcomes of staff development activities Considergble Moderate Slialt

]
L]

-

|

0o o

Incressud their confidence in dealing with students

Ul

frproved thelr teaching performance ]

Introduction of n-w tescuing procedures into in ir
lesson: or thoce of treir colleajuey [::]

Changes in tie content of tneir courses taught in
response tu rodern tusiness and industry practices ! l

Bovelupiaent of o tean work gpproach to reaching the
Goals of their gepartaent or college

D
[]

00
U0 0

neresc . thelr geureness of the future needs of
it S e cor ot e 'L

,

B
]
]
!

ITrenne 3 hncalodie of concer bl und skille related
1o tre

SRt Ll Faation i teaching L_

Bear bEn L aresber wertending of the fot:! wark

]
J0 0O 00
]

L

crareees telr o ntnility te future orgunizationsl
s - a0
3 ; y P e §o—— —
srennred then boe future prsitions of responsibiiit |
b y S
spisad Uede cosstront te the cuucational goals '
P T SR : 1 -
G e el U e or L.Al‘,‘\'J" _J L

)

frrrn ! thear cannsltitive contribotion o Gulsive
s

DU pead anferrstion ahaut cuurses,

Cay T n s T foptber eilication o

U0
0o
U0

e e (] L] L 1]
™o :4'3;70 .

ERIC

Aruitoxt provided by Eic:



APPENDIX 12

The Induastrial Leave Survey

Included in this Appendix is the initial letter to staff (neither of the
follow-up letters are included - these were similar to thosc used in the

trial of the Part-time Teachers Lvaluation Report).

vy
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The Australian Cuo. inei for Educationas) Faz - reh Limited

EXECUTNE ‘0 Blox 2

2] - ox 210 Howthor
A Rowner Manigy EUFATE (Prosaengg /nrr..}{\‘\ Midtonin f:—LllltPllllu 31:”.3
AFIWoLLENe DADE,  AGE [vicw- b, Cmlon) foYY o ‘Apaono (O3 M 1273
FPratoanae $l Salby Srveh NI AT ACE Juicey -~ \ g ; P "

L to.Innr ) ' e
G 2Pl e Do T DpEa Bnd pac e -
Frrcten s onr I Spogrett Ma NEd EnD °
CHREC T Qb

Y TN S L5 Dotz it PRy e Far

o Acoros albourno

Cur ref AF Wil 1.4

The Australian Council <oy Educational Research, with the Co-operation of
"e Technical Schooils bivision, is studying different methods for the
evaluation of stusy Gevelopment (in-service) activitics. Throughout the
last twelve moatis wo have been asking tecachers about the relevance of
statf developnoens activities organized by their College and the Victorian
Ctaff Development Standine Commitiee. Several mportant issues have
cacrged from teacher discassions and surveys and we are now following them
up. One of thesc relates to the opportunity for teachers to keep up to date
with modern developments in their specialist ficld. Since the staff
development progrom iy designed to assist all college staff, we arc sceking
yours Li2lp in our study.
[t is particularly important for us to obtain some detailed information
cencerning teachevs? views on the extent to which they are able to update
thelir specialist knowledge and to gain an indication of the most appropriate
forms of stuff development for this purposc. Of course information suppliced
Ly vou will be vreated as strictly confidential and only overali results
Wii' be made svaileble to those in your College and Department in charge of
staff development.

Could you please answer all questions unless they are not directly relevant
to you - in such cases vou will be jastructed to pruseed to the following
section.  When you have completed this report, place it in the envelope
provided and rcturn it to me by '

Thunk you for your assistance.

Yours-sinccrcly,

6?2#41‘;\J ;;5)/0%22;—-

Mrian Fordhan
Serior Rescarch Officer

e,
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STAFE DEVELOPMENT PROJECT
Pualnation Report an Industrial Leave

Pl recort B venverned witn e mo b g bte Lypea ot odatt development Uity 1ar w ottt by
voccr e i tede coeeiy It aren. Tt o port o study of Gt over oD et b deve lopr st oo g

Creosar c Hewe ey e Teainio] Seneo) ) Dycivdone ATE e Dntersotion ontoine o will be Co0l o AL, TTe s e e

Teob et e eStha tied b by 0y,

SECTION T - Fhe present situation

vy

VoW Ekind of entet da S currently bove With industry and comrorco onoaomee o rienitn U 1 dote with

Corern deyalopreall dnoyour specilist rea?

l-;f'rn.'r‘:ll", ";f:““v

el letlerey aarnal o, vl [:::J [::]
Certerstip oo dreds Aoctbor, etc. [:::J [::]
Yesorahin = St iy Lurslttee E—*‘“] [‘__:J
Sl o lngustry [:::J L;::J
Secsownilforen o e vy industry [:::J [::]
Courseo vrganioed by Inouory [i:] [::]

Sl Tl vty cusa conbeet Wbl Dndusirg b ocnuss for Juu

" al
Bl BP0 LT Cueren D deye Lopsent g? [:::] |
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~
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Aot v e ature of the experienee yeu Feel would be T on!

1]

Tore cvpreprie for vOH

lbnery it ional?
Jier one boa Ur'ly)

oovuld you prefer part=t'ne Ceoge 1oduy por oweek for Fart-tire
voaetns) or tull-tive Ceage § menths) industrial reliose?

(.
o

U OH0 goo oogn o

full=timg

oAt teoel period oF vl relesse would you prefer) 15 ek’
1-3 renthe
3-b ronths
0-12 months

e s must appropriante to your cun Lvery yoor
)

RS

wrot frequency of reless
professioml developrent . oo
Lvery Z=) yeurs

Lvery & years

3 lury conditions would you prefer 1f you were to Fuld vy present empluyer
Voueriod In i odustry? . .
" Sy Pald by industry

Without pay

P Dduring the period of relesse what nours of attendince As per teaching conditions

aobld you veoo as appropriate? . .
Y ke As per industry conditions

SECTION IV - Some background information

in tnls oestionnalre wo are malaly concerned with the west wppropritie typas of stoff developront wctivitics for
<eeping streast of codern davelopaents in Industry and coesserce. However there i also sowe Liciground injormstizn tha
wiudd be telpfol in plonning o sullo e progren, As we hove sald, tie Inforrcfion contained in tniy report is

WAL wd enly overall resu will be presented to those of the Technical Senouls Uivision in chorge of Si067

Lrente we wiuld therefore spprecinte you enzuering the f3llouing flve questions:

¢

Do UL tne full title of your present teschine fepartrent?

SoAn gL detartrent Wit gy ainly tesch? _ Apprentice/Technicize tlutios l ]
Jdler cow Lok onnly) o s . —
! “iadle level certificate stuies |
reriiery crientution program ]
Secondery trede sutjects [::]
Secondiry nen-trade sutjects
Othier, including lbriry, etc. L
D S S C AR RS DU ST Senlur te cher [::]
annictant wrest of reponitdlity) ] -
Aot Copee. dubies alleaee)
husioont [::]
P AN S BRI oo byt e er) Lﬂ
I S N Pl e rbenen e you b relevent U pour proevent bewcning e ition?
R ‘ avert ey etea) ]
Pt L .
&) 352
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